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Editor, Dialogue 


“Now Comes the Real Test” by Timothy W. 
Plumptre (October 1990) is concrete evidence 
that PS2000 will do nothing but continue to kill 
trees so bureaucrats can produce printed claptrap. 
Just look at these phrases: “plans are afoot...,” 
“difficult decisions...will have to be taken as the 
program evolves...,” “strategies...may require 
new resources...” 

Nowhere is there any mention of the real 
stuff: will power be given to managers (along 
with the attendant responsibility) to hire and fire 
and to have their performance judged on whether 
they got the specific job done, whether it was 
done well, whether it was done on time, whether 
it was done within budget? Does Mr. Plumptre 
expect the personnel and language segments of 
the public service, which have carved out 
powerful and comfortable enclaves for 
themselves within the PS structure, to self- 
destruct? Without control of staff, will managers 
ever submit to performance assessment as 
outlined above? 

With this kind of evidence that public 
servants live in the Land of Oz instead of a real 
world, is it any wonder that our image in the 
media (see Jennifer McQueen, “A Public Servant 
and Proud of It”, same issue) leaves something 
to be desired? 


Tom Mitchell 
Communications Division 
Statistics Canada 


Editor, Dialogue 


Peter Larson makes some very useful 
observations in his article “Don’t Think You’re 
So Different” (October 1990). He writes that 
“differences between the public and private 
sectors should not be exaggerated” lest public 
servants use this to isolate themselves from 
useful private sector experiences. Unfortunately, 
‘his must be precisely what has happened. How 
slse could a management revolution have swept 
he private sector in the 1980s and leave the 
umbering federal bureaucracy untouched? 

In the last decade, the best managed 
sompanies had to respond to intense global 

ompetition with a whole range of strategies. 
They shed entire layers of management, invested 


DIALOGUE 


heavily in technology, in employee training and 
internal communications, moved authority out to 
the front lines and made product quality and 
customer service primary goals. 

How has the public service responded to the 
challenge of fiscal restraint? By cutting staff 
without re-organizing, retraining, or giving 
people the ways and means required to work 
better, smarter and faster. The status quo has 
been replaced with a smaller status quo while 
public servants have been asked to handle an 
ever growing workload. The impact on morale 
and quality of service should surprise no one. 
Even in the mysteriously different world of the 
public service, you can’t make a silk purse out of 
a sow’s ear! 

One real difference between the public and 
private sectors is that while both profess that 
“people are our most important resource” the 
best companies mean what they say. They treat 
people as assets, not as an expense. They give 
managers and employees clear objectives and the 
tools and authority needed to do their jobs. They 
hold them accountable for results and reward 
their accomplishments. They do this because, in 
the long run, it ensures that the company remains 
relevant in the marketplace. This is a lesson that 
Canada’s public service cannot afford to ignore. 

Fortunately, there are some encouraging signs 
of change afoot. The blueprint offered by the 
PS2000 Task Forces points the public service in 
a promising new direction. All the right words 
are there — performance and reward, delegation 
of authority, becoming outward-looking, 
delayering, innovation, flexibility. Now we will 
have a chance to see if the public service is truly 
up to the task of fundamental cultural change. As 
Tim Plumptre writes (My Word, October 1990) 
“now comes the real test.” No one should doubt 
for a moment that the very future of the public 
service is at stake. 


LETTERS 


Geoff Poapst 
Public Policy Forum 
Ottawa 
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In Search of New 
Skills 


by 
Peter Larson 


a to identify the most 


important factors in their own career 
development, successful executives frequently 
point to the lessons they learned in previous job 
assignments. Despite this, many leading 
companies pump large sums of money into 
management training courses, but devote little 
time or energy to career planning or 
developmental assignments as a tool for 
management development. 

There is not much mystery why. It is a lot 
easier to offer courses than it is to organize such 
assignments. Arranging an appropriate 
assignment is more of an art form than a 
science, and inevitably involves risk — both for 
managers and for people willing to take a flyer 
on a skills-expanding new assignment. 

But a growing body of research clarifies 
some of the principles that underlie successful 
developmental assignments. Researchers like 
Michael Lombardo and Robert Eichinger of the 
Centre for Creative Leadership in Greensboro, 
North Carolina, argue that both success and 
failure should be regarded as possible outcomes 
of an assignment from the start. The possibility 
of both helps to focus managers on the task at 
hand, and makes it easier to draw specific 
lessons from the experience. 

A change from a line position, one with a 
great deal of direct authority, to a staff position 
which has little formal authority but operates 
through influencing people indirectly provides 
obvious opportunities for development. So is 
the reverse from staff to line. In fact, any 
assignment which involves working with a lot 
of new people has enormous potential for 
managers willing and able to try their hand at it. 


Similarly, research indicates that 
assignments which create additional personal 
pressure, such as tough deadlines, heavy travel 
or a foreign posting, have high learning 
potential. Such stress often forces managers to 
understand themselves better, as well as their 
relationship to their jobs. 

What the research shows, in sum, is that 
career assignments can be extremely valuable 
learning experiences — if they are carefully 
selected to provide the right challenges to the 
right people. 

Career assignments which have no stress 
attached to them, or where there is no clear way 
to determine success or failure, may be a lot of 
fun — but they probably won’t provide much 
development. Assignments in which a manager 
does not have to wrestle with learning new 
skills won’t add much to his or her kitbag of 
competencies. 

As this issue of Dialogue illustrates, the 
variety of career assignment programs offered 
to public sector managers has no equal in the 
Canadian private sector. They provide a wide 
range of developmental assignments offering 
the chance to move to other departments, other 
levels of government, to the private sector, even 
to foreign governments. 

Flexibility is a key to any organizational 
survival and progress. Managers who can bring 
a broad variety of experiences and skills to 
problem solving will have a significant 
advantage in dealing with new personal and 
professional challenges. 


flo 


Peter Larson is Director of the Human 
Resource Development Centre of the 
Conference Board of Canada. 


Discoveries in 
No-Man’s Land 


by 
Lisa Blackburn 
and Joce-Lynne Proulx 


usiness is business, government 
is government, and never the twain shall meet. 
Such, at least, is the conventional image of the 
adversarial no-man’s (or woman’s) land that 
divides the worlds of business and government. 
Nor is the image entirely make-believe. In 
1983, a Conference Board study found that 
business-government relations in Canada were 
characterized by mistrust, suspicion and 
conflict. “Business people and public servants, 
said the report, “do not know each other, do not 
understand each other, and do not like each 
other.” 

The Conference Board concluded that one 
way to bridge the great divide would be to send 
senior people from business and government 
behind each other’s lines. They could learn 
about each other, share ideas and expertise, and 
bring back to their home base a new 
understanding of the other sector, and maybe 
some practical policy ideas as well. 

So, in 1987, Business Government Executive 
Exchange was born. Participants remain on the 
payroll of their sponsoring organizations, which 
are in turn reimbursed for their salary and 
benefits by the host department or company. 
The program is directed from the top by the 
Prime Minister’s Advisory Committee. This 
Committee is chaired by Arden R. Haynes, 
CEO and President of Imperial Oil. Its 
membership is made up of company CEOs and 
deputy ministers. The Clerk of the Privy 
Council, Secretary of the Treasury Board and 
Chairman of the Public Service Commission are 
ex-officio members. 

Charles Jeffrey directs BGEE with a small 
staff from an office within the Staffing 
Programs Branch of the Public Service 
Commission. He defines BGEE as a program 
“first and foremost, for professional 
development, designed for business and 


” 


government executives, handpicked by their 
CEOs, or deputy ministers for assignment to the 
other sector.” 

The participants have done everything from 
coordinating tourism projects of national 
importance, to influencing federal financial 
policy. They come from the most senior levels 
in government and the largest corporations in 
Canada — Bell Canada, IBM, Alcan, GE 
Canada, the Royal Bank and Du Pont, among 
others. Both sectors have turned to BGEE to 
find top flight executives they could not 
otherwise readily tap, but the effects of an 
exchange go beyond this. 

“The whole point of this program,” says 
Jeffrey, “is for everyone to win — businesses, 
departments and participants. Sure, the 
exchange of expertise and ideas is important, 
but what really counts is that our participants 
are capable of changing their corporate cultures. 
They’ll go back aware of how the other side 
works, having established valuable contacts and 
built crucial working relationships. And, if the 
assignments are challenging and rewarding to 
participants, on the basis of that experience and 
their increased levels of influence, they will 
help perpetuate the process.” 

So far 54 senior executives — 17 from the 
federal government, 37 from the private sector 
— have left their desks to work in the other 
camp for periods of up to two years. Among 
them: 


Andrews-Newton 


David Loucks 
entered the program 
expecting to gain a great 
deal. As VP of retail 
banking for the Royal 
Bank of Canada, he was 
well aware of the impact 
government has on 
business, especially in a 
regulated industry like 
banking. He welcomed 
the chance to learn more 
about how regulations 
and legislation for the 
financial sector are made. 

Loucks was assigned 
to the Department of 
Finance for two years, in the Financial Sector 
Policy Branch, reporting to Assistant Deputy 


DIALOGUE 


Loucks: A 
bankerly 
eye on the 
4 Ottawa 

s scene. 
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Minister Nick Le Pan. “I had a lot of support 
from the department,” says Loucks. “I saw Nick 
a few times a week just on business, and he was 
always willing to take time for lunch, or to 
explain things.” 

After six months, Loucks felt at home in 
Finance, and was working on some front-line 
assignments. One highlight was a presentation 
to Ministers Michael Wilson and Gilles Loiselle 
on cost of capital to financial institutions, a big 
issue in international finance in the last few 
years. Low cost of capital helps a country’s 
businesses and institutions compete 
internationally and Canada’s is high compared 
to that of some of our competitors, such as 
Japan. 

Loucks also had a chance to work on areas of 
personal interest. He helped devise a system to 
simplify the application of the GST to financial 
institutions. “It’s still pretty complex,” says 
Loucks, “but I think it would be more complex, 
and less satisfying to those who have to work 
with the calculations if I hadn’t been involved.” 

Loucks feels his stint at Finance profited 
both sides. The department had an insider’s help 
in drafting policy on banking, plus some new 
ideas on cash management. For example, 
Loucks worked on an analysis of the federal 
government’s standing balance in the Chartered 
Banks. The government usually keeps a balance 
of $800 million at all times to cover the 
thousands of cheques written every day. But 
Loucks discovered that there were days when 
the balance could safely drop to $400 or $500 
million, which would free up the extra money 
for better investment. The Royal Bank profited, 
too. It now has a senior officer who better 
understands the “Ottawa scene,” and more 
people in Ottawa better understand banking in 
general. 

“The two most successful economies today 
are the Japanese and the German,” says Loucks. 
“German business has a close relationship with 
the banks. Japanese business has close ties to 
government. This is something we have to work 
on in the future. We just can’t sit in our 
Opposite camps and stare at each other.” 


Louise Robitaille was Director of Marketing 
at Air Canada in Montreal when the exchange 
program offered her a job with Transport 
Canada in Vancouver. From June 1988 to 


December 1989, that job was to promote 
Vancouver Airport among international carriers. 
“You have to start thinking of an airport as a 
product,” she says. “Vancouver is more than 
just a destination in Canada. Looked at from 
Asia, it’s a doorway to North America.” 

The assignment gave Robitaille an 
opportunity to diversify her marketing 
experience. “Basically, my work had involved 
North American markets. I wasn’t familiar with 
the markets in Asia,” she adds. “I asked myself 
if I could adapt to a new milieu and thought I’d 


give it a try.” 


Robitaille: Airports are products too. 


Robitaille was wary that she would find 
herself tied down by red tape. “In marketing 
you often need to have an immediate answer if 
you are to seize an available opportunity. 
Government procedures do not always give you 
the latitude you need. Even so, I have to admit 
that work in the public service is carried out 
very effectively.” 

After 18 months in the public service, 
Robitaille feels she understands the pressures 
that public servants face. “In future, when I ask 
the government for something, I’ll be better 
able to assess what is involved. Even if I do not 
deal with departments directly, I'll be able to 


share this knowledge with colleagues.” 

“T had a chance to meet colleagues in various 
departments — External Affairs, Agriculture, 
the Solicitor General — and to establish a kind 
of network. In the long term, these kinds of 
contacts are always very useful. It’s good to 
know and understand the people with whom 
you're doing business.” 

Robitaille feels that a well managed re-entry 
to the participant’s own company or department 
is very important to the program. “That’s often 
hard,” she says. “When you’re gone for that 
long, your co-workers very quickly forget about 
past contributions.” What’s more, the old jobs 
are usually filled, although returnees are 
guaranteed a position at the same level. Says 
Robitaille: “Participation in the program 
requires a certain amount of thought, and 
maintaining contact with your home base 
throughout the assignment is essential. In my 
case, it was an excellent experience. The game 
was definitely worth the candle.” 


Joanne Linzey has been on exchange 
assignment for just six months, and her voice 
carries all the enthusiasm of the newcomer. She 
travelled the other way, from the National 
Literacy Secretariat to Coles Book Stores 
Limited. The assignment is the fulfillment of a 
life-long interest in publishing, and gives her a 
chance to work for the cause of literacy. 

Until last summer, Linzey was National 
Director, Special Projects for the Literacy 
Secretariat, on loan from the Department of the 
Secretary of State. Her job was to work with 
volunteer organizations, business and labour, to 
try to get all sectors involved in literacy. 
Among other things, she worked on the file for 
ABCanada, a private sector foundation to 
promote literacy, and met William Ardell, 
Chairman of the Board of the foundation and 
President and CEO of Coles. 

The meeting coincided with Linzey’s 
growing interest in BGEE. By the summer of 
1990, says Linzey, she was thinking about a 
lateral move that would enhance her career 
development. “It was time to look again at what 
I was focusing on, and where the Literacy 
Secretariat was going with the private sector.” 
Ardell had already expressed an interest in 
hiring Linzey outright, so when Under- 
Secretary of State Jean Fournier suggested a 


BGEE assignment, everyone’s interests seemed 
to mesh. 

Linzey’s new job has two main components: 
what to do with unsold new books, and firmly 
establishing the ABCanada Literacy 
Foundation. The first project is still in the 
embryonic phase, but she is already committed 
to the foundation, and sees a lot of enthusiasm 
for it from the private sector. 


Linzey: Working for the cause of 
literacy. 


Linzey sees the exchange program as a way 
of solving a problem between business and 
government that she noticed while with the 
Literacy Secretariat. ““There’s a real lack of 
knowledge of each other’s culture and 
operational style. Many senior corporation 
people have never worked with government 
directly, and the same goes for government 
types. This lack of knowledge is our biggest 
barrier to working together.” # 
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A Taste of Life off 
the Island 


by 
Marnie Johnstone 


if has rightly been said that all 

experience is an arch, to build upon. But for 
many upwardly mobile public servants, the 
most valuable experience of their careers has 
been a spell of living and working abroad. 
Helping public servants and other Canadians to 
gain a taste of such experience is the role of the 
External Affairs and International Programs 
Office in the Staffing Programs Branch. Since 
1978 this joint venture by External Affairs and 
the Public Service Commission has helped 
Canadian candidates to win jobs in some 70 
organizations including the United Nations 
Secretariat in New York, the Food and 
Agricultural Organization in Rome and the 
World Health Organization in Geneva. 

“Canada has done well in placing good 
people in key positions in the UN and other 
organizations,” says Brian Watson, PSC 
Director, External Affairs and International 
Programs. Last year his office put forward 
candidates in some 300 competitions. Fifty 
Canadians—28 of them federal public 
servants—won positions, a success rate of one 
in six. Watson’s office maintains an inventory 
of qualified Canadians—about SO per cent of 
them public servants—who have expressed an 
interest in competing for positions in 
international organizations. When an opening 
arises that is judged to be of interest to Canada 
and attainable by a Canadian, a search of the 
inventory is made to identify potential 
candidates. Other sources of candidates are the 
provinces, the private sector and the 
universities. Once Canadian candidates have 
been identified, their applications are sent to the 
international organization with the support of 
the Canadian government. Where possible, 
Watson’s office will arrange for candidates 
called to interviews to be briefed in Ottawa and 
by the Canadian embassy abroad. 

Watson stresses that his office is not a 
recruiting agency for the UN, nor is it a job 


finder for individuals. Its role is to ensure that 
good Canadians compete for those jobs that are 
of interest to Canada and that Canada’s 
representation fairly reflects its contribution, 
which averages between three and four per cent 
of the UN’s regular budget. Canadians who 
wish to apply directly to international 
organizations are encouraged to do so. 

For public servants the mechanics of a move 
to an international organization are 
straightforward. They normally can count on 
leave without pay and a guarantee of a position 
at their current level upon return. As a general 
rule, an employee’s salary while on assignment 
is paid directly by the international organization 
and is tax free. 

Working abroad for a period of two to three 
years requires a Commitment not everyone can 
make. There may be a spouse’s career to 
consider and interruption of children’s 
education. For that reason people tend to look 
for appointments either before they have a 
family or after children are in university or have 
left home. 

Here are the stories of three public servants 
who have taken advantage of the program: 


Bruce: A 
turnabout for 
the 
ambassador. 


Erika Bruce, Director of Information and 
Press, North Atlantic Treaty Organization 

Last year Erika Bruce was a diplomatic wife 
on leave from the Social Sciences and 
Humanities Research Council where she was 
Director General, Programs Branch. Since 
September she has headed NATO’s Information 
staff in Brussels. Now, her husband Geoffrey 
Bruce, the former ambassador to Portugal, is on 
spousal relocation leave from External Affairs. 
The role reversal is difficult, but interesting for 
both. 


Bruce holds the highest position ever held by 
a woman at NATO. She hesitated when the 
chance to compete for the position first came 
up, but with the fall of the Berlin Wall and the 
collapse of the Warsaw Pact, it was an 
irresistible opportunity. “It’s a fascinating 
challenge to be able to contribute, even ina 
small way, to the building of the future 
European security,” Bruce says. 

In the first month on the job she organized a 
public opinion seminar, presided over an 
internal reorganization and got acquainted with 
her multilingual, multicultural staff. 

Finding an apartment in Brussels was almost 
as big an accomplishment. Bruce and her 
husband looked at 42 apartments in the process. 
Moving was complicated because their personal 
effects were in Portugal and their furniture in 
storage in Canada. And NATO does not provide 
relocation services. 

Bruce was born in Austria and thinks her 
transatlantic profile and language skills were 
pluses in her selection. She also brought to it an 
eclectic career background from editor in 
Vienna to Senate committee officer to social 
organization administration, as well as being a 
foreign service wife. 

NATO is an organization with 16 different 
cultures and a rigid hierarchy. But it is also 
aggressively engaged in helping to build a new 
Europe. As NATO’s chief spokesperson, Bruce 
feels in the middle of it all. 


Misa Gratton, United Nations University, 
Tokyo 
A UN assignment allowed a Japanese- 
Canadian public service employee to return to 
her native land for three years. Born in Japan, 
Misa Gratton arrived in Canada at age 26 after 
travelling in the United States on a Fulbright 
scholarship in 1963. 
Gratton had studied Mathematics and 
English at the Tokyo University of Liberal Arts. 
Since 1973 she has been employed by Statistics 
Canada in the Systems and Data Processing 
Branch. In 1986 she competed successfully for 
the position of Chief of the Computer Services 
Unit at the United Nations University in Tokyo. 
The UN University is an international 
community of scholars founded in 1969. With 
its administrative headquarters in Tokyo, it 
>onducts postgraduate research to further the 


principles of the Charter of the United Nations 
at campuses around the world. 

Gratton’s duties included building computer 
services from scratch. She is proudest of 
acquiring a million-dollar contribution from a 
Japanese company, IBM Japan, to buy a much 
needed mainframe computer for the cash- 
strapped university. 


Gratton believes that unless undeveloped 
countries have access to computer technology, 
the rich will grow richer at the expense of the 


poor. 
“T feel that we must make some contribution 
to bettering our world if we can in the little time 
we have here,” she says. “I know what it is to 
be poor. When I was little, Japan had absolutely 
nothing. Now I meet with the men who were 
high school friends and they are important and 
wealthy. The backbone of the wealth in Japan 
was built by my generation. So I know what can 
be done.” 

Gratton rented a one-bedroom apartment 
with a kitchenette and bathroom in central 
Tokyo at $3,000 a month. “The pace of work in 
a UN agency is incredible, she recalls. “My day 
would start at nine and go on to seven, eight or 
even midnight. On weekends, if you were lucky 
enough not to have to work, there would often 
be a government-organized conference or an 
international reception to attend.” To relieve the 
stress of work, she relied on a long-time hobby 
— ballet — taking two or three ballet classes a 
week. 

Dealing with a multilingual, multicultural 
staff and contacts around the world stretched 
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(right) 
Introducing 
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President 
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her mind. “Before I left Canada I thought of 
myself as open-minded and international in 
outlook. Now I always think in terms of the 
world. It changed the filing system I had in my 
mind.” She also found herself rubbing shoulders 
with distinguished scholars and diplomats. “We 
computer nerds are not known for our smooth 
manners,” she says. “I think I learned to be 
more patient and diplomatic.” 

While keeping up with the profession is a 
constant concern with computer specialists, 
Gratton says her sojourn to high-tech Japan put 
her months ahead of the game. She returned to 
Ottawa last March and is now Director of 
Informatics, Finance and Administration 
Directorate, Forestry Canada. 


Georges Bernier, 
Director of External Relations, OECD 

Not everybody jumps at the chance to go on 
an international assignment. When the PSC let 
Georges Bernier know that the job of Director 
of External Relations at the Organization of 
Economic Cooperation and Development was 
open, he was initially reluctant. He had served 
as chief of protocol for the Quebec francophone 
summit in 1987, but was now comfortably 
settled as director of mobile exhibits for 
Communications Canada. Should he take on 
another protocol assignment? Was the position 
likely to go to a pre-selected candidate? 

Assured that it was a bona fide competition, 
Bernier applied and was interviewed in July, 
1988. He felt the interview had gone well, but a 
month passed without news and he had almost 
put it out of his mind. In August Bernier 
received an offer, a month later he was on the 


job in Paris. Five to six months is the normal 
wait for an OECD assignment once an 
application is made. 

“My background was certainly well attuned 
to the job,” Bernier says. Canadians are highly 
respected at OECD and since he replaced a 
French national, he had to be able to deal daily 
with the French government at Quai d’Orsay. 
His past experience as director of state 
ceremonies, with the Secretary of State (he 
organized a dozen Royal visits) and 20 years in 
the military (with the Royal 22nd Regiment in 
Canada) didn’t hurt either. And he had a degree 
in Economics and Political Science from the 
Royal Military College in Kingston, where he 
also taught. 

Bernier’s decision to take the job — it is a 
five-year posting — led to family negotiations. 
He knew a protocol job meant losing control of 
his day. And there were misgivings about his 
wife giving up her job. She was director of 
publications at Communications Canada and 
their income would be lower. As things have 
turned out, “she’s actually much busier than I 
am. She’s very active taking courses at the 
Sorbonne, and taking advantage of cultural 
opportunities.” 

Bernier’s assignment is to handle OECD’s 
contacts with non-member countries and 
international organizations. “I have 
responsibility for the immunities and privileges 
of 1,700 employees from 24 member 
countries,” he says. “I am also responsible for 
political receptions. OECD is a meeting place 
for some 20,000 people coming in and out to 
meetings every year. We also provide 
continuity with international organizations in 
Europe like the Council of Europe and the 
Nordic Council.” 

Bernier is sure the experience will stand him 
in good stead. “I wanted to know the international 
circuit after being in Canada for so many years. 
It has shown me how respected Canada is — 
the sixth or seventh country in many areas, part 
of the G-7. The quality of Canadians at OECD 
is much appreciated. Because of our experience 
we can contribute and be quickly at ease. 

“I can see how some of the institutions that 
were created 40 years ago are still an important 
part of things today. Right now Europe is 
exploding and I have a magnificent opportunity 
to see it firsthand.” @ 


The Other Side of 
the Street 


by 
Francois Brisebois 


es Canada is a joint 
Treasury Board-PSC program that promotes 
exchange assignments between the public 
service and the other sectors of the Canadian 
economy: the private sector; municipal and 
provincial governments; Crown corporations, 
academic institutions; and non-profit or 
voluntary organizations. 

In an interview with Dialogue, David 
Beckman, Director of Interchange Canada, 
discussed the program’s role. 

Dialogue: Is Interchange Canada entering 
the 1990s with a new vision or a new approach 
to the program’ s objectives? 

Beckman: Not really. Providing special 
services on a temporary basis and facilitating 
the transfer of knowledge or skills among 
managers, scientists and other interested 
specialists continue to be pertinent objectives. 
We must improve understanding among the 
various sectors of the Canadian economy. We 
hope to increase the number of our participants 
in the near future. The 300 currently enrolled in 
the program are twice as many as four years 
ago. We would like to expand this number to 
500 in the next two years. 

Dialogue: What makes Interchange Canada 
special? 

Beckman: Its role as an intermediary. The 
program brings together two sectors that seem 
to be worlds apart by meeting their different 
needs. We believe we have improved federal- 
provincial relations by intensifying exchanges 
of public servants between the two levels of 
government. 

Dialogue: Why do people sign on with 
Interchange Canada? 

Beckman: To meet new challenges, broaden 
horizons, get acquainted with new decision- 
making centers. Some candidates want to 
acquire new experience or to shake the feeling 
that they have plateaued. Others are simply 
motivated by curiosity. I tell participants: your 


motivation is equally as important as the 
experience you bring. 

Dialogue: What directions are you stressing 
now? 

Beckman: Increasing francophone 
participation, for one. The Public Service 
Commission has signed an agreement to this 
end with the Human Resource Centre of 
Quebec. We are pinning high hopes on this 
agreement. A second direction is to increase the 
percentage of women candidates. It has risen 
from 10 per cent to 22 per cent, which I 
consider a substantial increase. 

The private sector people are definitely 
skeptical at first—‘‘What line is the federal 
government trying to sell us now?” Companies 
want to know how they are going to benefit 
from the venture. We have to persuade them 
that we can meet their specific needs by 
drawing on the federal public service’s 
enormous pool of expertise. 

Dialogue: What effect will Public Service 
2000 have on the program? 

Beckman: I am convinced Public Service 
2000 means greater flexibility in the movement 
of executive personnel. Our system has been 
tested, and we’re ready to welcome another 200 
candidates. . 

If you would like more information about 
this program, contact: 

Interchange Canada, 

Public Service Commission 

L’Esplanade Laurier, West Tower 

300 Laurier Avenue West, Ottawa, Ontario. 

K1A 0M7 


How do they feel about it? Five Interchange 
Canada participants comment: 


Lynn B. Chambers 
took leave from his job as 
director of the Soil and 
Water Conservation 
Service of the Prairie Farm 
Rehabilitation 
Administration to become 
Manager of Ducks 
Unlimited’s Land Use 
Programs in Fort Garry, 


Manitoba. 
“It has provided me with an excellent 


opportunity to work with a private non- 
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government organization, Ducks Unlimited 
Canada, and play a role in bringing about 
proper land use. I have the responsibility of 
putting in place land use practices that are both 
farmer friendly and waterfowl productive.” 


Carol Major, an 
administrative 
technologist with the 
Ontario Ministry of 
Health, is now 
coordinator of AIDS 
research with Health and 
Welfare Canada in 
Toronto. 

“This has been an 
exciting and rewarding 
opportunity for me personally, and has also 
been of benefit to all parties in ensuring the 
preparation, progress and timely completion of 
a number of important AIDS research projects.” 


Odette Corbu, a 
manager with Atomic 
Energy of Canada, is 
now Senior Technology 
Counsellor with the 
Department of Regional 
Industrial Expansion in 
Toronto. 

“This assignment 
gave me tremendous 
business exposure and 
contributed to my professional and personal 
growth. It also enhanced my efficiency and my 
effectiveness, my interpersonal skills and my 
global and holistic approach towards business 
and technological innovation.” 
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Serge Bronsard took 
leave from Pratt and 
Whitney Canada to 
become a permits officer 
in the Export Controls 
Division of External 
Affairs. 

“T acquired a 
knowledge it would have 
been almost impossible 
to get elsewhere. Leading 
discussions in the name of Canada at high-level 
meetings is a unique and rewarding experience 
that I will never forget.” 


Sylvie 
Lachance, a 
special advisor 
in the 
Department of 
the Executive 
Council of the 
Government of 
Quebec, was 
formerly an 
officer of 
Consumer and Corporate Affairs. 

“The Interchange Canada Program is, in my 
opinion, an indispensable tool for promoting a 
degree of professional mobility at a time when 
opportunities to change jobs within the 
government apparatus have become very 
limited. The program enables public servants to 
broaden their horizons, acquire knowledge of a 
different milieu and gain exposure to other 
outlooks and approaches.” 
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Work When Work 
Is Done 


Last year CESO volunteers spent an average 
of two months abroad, bringing their advice to 
bear in an astonishing range of activities — 
helping Bolivian families switch from growing 
coca (for cocaine) to running a dairy, getting a 


by ceramic and brick co-operative up and running 
Lisa Blackburn, Marnie Johnstone on the Ivory Coast, teaching printing apprentices 
and Joce-Lynne Proulx in Morocco. At home, assignments tend to be 


P. who retire from a 


professional or managerial career often feel at a 
loose end. The job was stimulating and 
personally fulfilling, but now someone else is 
doing it — and heading the internal auditing 
department, for example, is not something one 
does from a basement workshop. Enter 
Canadian Executive Services Organization 
(CESO), sometimes known, with an nod to 
Canadian University Service Overseas, as 
“CUSO with a paunch.” Over 23 years, CESO 
has mobilized executives and professionals to 
serve as volunteer consultants for more than 
16,000 projects in 106 developing countries, 
and for Canadian native people nation-wide. 
The average age of a CESO volunteer is 60, and 
almost all are retired or semi-retired. CESO 
provides the project and travelling expenses, 
and the volunteers their seasoned experience 
and expertise. 


shorter, but are no less creative. Last year more 
than 500 volunteers contributed their skills to 
1,510 projects, including helping natives in 
Saskatchewan establish a dress design and retail 
outlet, giving financial management workshops 
to band leaders in Ontario, and assisting a 
changeover to computers in band offices in 
Nova Scotia. 

CESO is largely funded by CIDA (Canadian 
International Development Agency), DIAND 
(Department of Indian Affairs and Northern 
Development), and several corporate sponsors. 
But this year the resources have been greatly 
expanded by a $500,000 grant from the 
Department of External Affairs to allow CESO 
volunteers to advise Eastern European 
enterprises on the workings of the market 
system. 

CESO volunteers are an energetic and 
determined lot. Among its recent VCs 
(Volunteer Consultants): 
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Melba Woefle 
and colleague in 
Thailand. 


Melba Woefle, an information services 
officer with Agriculture Canada, was worried 
about her approaching retirement — and she 
wondered how she would adjust to all the free 
time. She applied for an assignment with 
CESO, and was offered a job in Thailand in 
1986, advising the communications branch of 
the Thai electrical generating authority. The 
authority needed help writing their annual 
report, and with their audio-visual department. 


“I found this an ideal way to bridge stopping 
work and being fully retired. I was still involved 
in work I understood, but in a completely 
different context. I was in a modern office 
working with professionals who were able to 
gain more from my management expertise than 
any advanced techniques I could offer. They 
were not used to dealing directly with printers, 
for example. In other respects, I found the Thais 
were ahead of us in North America; and I was 
able to bring some of their ideas back to share 
with my Canadian colleagues. 

“Management was well-organized when I 
arrived. At my first meeting detailed plans charts 
were produced and time blocked out for each 
department to use my services. So, on the one 
hand, they were all business. On the other, my 
colleagues went out of their way to introduce 
me to Thai culture, especially Thai cuisine. It 
turned out food is more hotly debated there than 
in France. 

“As an older woman with white hair and a 
cane, I was treated with great respect. I was 
escorted everywhere. A driver came to my hotel 
and picked me up in the morning, waited for me 


while I did my marketing after work, and drove 
me home again.” 

Woefle, who spent the winter of 1986 in 
Thailand, has since returned on her own. She 
was able to tell her new friends that she no 
longer feared retirement. “Travel is my new 
hobby but I hope to be chosen for another 
CESO assignment, this time with indigenous 
people in Canada.” 

John Leaning isn’t retired, and doesn’t 
intend to retire, but having his own architecture 
firm in Ottawa gives him the freedom to make 
his own spare time. A few years ago he 
volunteered his services to CESO, because it 
sounded worthy and interesting. 

Leaning was accustomed to working 
internationally. Born in London, England, he 
practiced as an architect and city planner in 
Sweden, France, England, Tanzania and 
Canada. Much of his work has been for non- 
profit organizations. Among Leaning’s projects 
are the master plans for Carleton and Ottawa 
Universities, and Algonquin College, also in the 
capital. 

This experience seemed made to order for 
Leaning’s first CESO project. In 1988 he was 
asked to help design a new college for about 
4,000 students in Cochabamba, Bolivia — the 
Universidad Privada del Valle. 

Leaning’s master plan for the Universidad 
blends with the indigenous architecture and uses 
local materials — adobe, concrete blocks and a 
little wood. He dislikes buildings that merely 
copy modern western design. “‘No steel!” he 
insists, “Try to keep within the local traditions.” 

Leaning spoke little Spanish when he arrived 
in Bolivia, and his hosts spoke little English. He 
got by with the occasional interpreter, sign 
language, fractured French and good guesses. 
Despite this, Leaning found he was able to get 
an amazing amount of work done. He estimates 
that in only a month he did six months of work; 
the pace was very intense and concentrated. He 
Says it is the same for projects he has done for 
native people in Iqaluit and Fort Hope. Few 
distractions, tight deadlines and an absence of 
red tape mean that normal delays are 
eliminated. 

Leaning returned to Cochabamba last 
September with his wife Blenda, and was 
astonished to find the Universidad about one- 
third constructed. His work for the town is far 
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from finished. On this second tour of duty, Sewing Centre is a local business that makes 
lasting for five weeks, he drew up the initial clothing and other articles from tanned seal 
design for a small teaching hospital and is part hides and sells them in the south. I was sent 
of a team trying to raise funds for the hospital. there to help the Inuit employees design new 
“Without external aid, it simply won’t be models and teach them to use a sewing 
completed,” says Leaning, “So I’m working on machine.” 

that, and expect to be at it for the next few Guy and Lorette speak Spanish fluently, 
years.” which has smoothed their way in Central and 


South America. In Costa Rica, Guy was 
responsible for evaluating the administration 
and quality of services at an alcoholic 
rehabilitation centre operated by the Salvation 
Army in San José. 

“The couple in charge of the institution were 
wonderful people. They had come from Toronto 
and had sold everything they owned — their 
business, their car, their home — to live in that 
isolated place and devote themselves to a cause 
they truly believed in. Through their work at the 
centre and elsewhere, they had an influence on 
the entire community. 

“Every time we go abroad on assignment, we 
feel a bit selfish. Despite the hard work, CESO 
volunteers come home feeling that they learned 
much more than they taught. Lorette and I have 
changed a great deal as a result of our 


WTI f 
assignments.” 
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Guy Bourbonniére and apprentice in 
Santo Domingo. 


For Guy Bourbonniére and Lorette 
Lagacé-Bourbonnieére, retirement has been a 
time of discovery. Since 1981 they have been 
actively involved as volunteer consultants and 
have travelled mostly together, to Costa Rica, 
Chile, Nicaragua, Zaire and Sri Lanka. 

“Until then we pursued separate careers. But 
CESO gave us the opportunity to start a new 
career together,” says Lorette. When he retired, 


Lorette 
Bourbonniére 
(centre) helps 
staff at 
Minnguq 
Sewing Centre 
in Broughton 


Guy was vice-president of the Federal Business ff < mS |sland. 
Development Bank. Lorette received a diploma Z 
from the Ecole des Beaux-Arts de Montréal and “And now that Eastern Europe is open, Says 
specializes in handicrafts. Lorette, “Guy and I are ready.” 
Lorette applied her skills in CESO’s If you would like to know more about 
Canadian Native Program. In June 1990, she volunteering for CESO, please contact one of 
spent three weeks on Broughton Island, their ten regional offices, or the CESO 
northeast of Iqaluit off the east coast of Baffin Operations Center at 415 Yonge St. Toronto, 
Island. “Handicrafts are a very important Ontario, MSB 2E7. 


industry in that area,” she says. “The Minnguq 16 aal 
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What Do We Do 
for an Encore? 


by 
Bruce Rawson 


S hortly after our Task Force on 


Service to the Public issued its final report in 
November, I met a friend on the street. “Well,” 
he said “Now that the PS2000 process is 
complete, what happens next?” 

My answer was, of course, that the process 
was not complete — that in a literal sense it had 
just begun. Let’s have no premature curtain 
calls. What emerged from PS2000 isn’t a 
prefabricated system for public service 
excellence. It’s part navigational lights and part 
blueprint. What happens next depends on the 
use to which the recommendations are put. And 
that, in turn, depends very much on public 
servants themselves. 

The Task Force focused on the broad 
direction of the PS2000 exercise: how to 
improve services to the public. We found that to 
achieve our objectives, we have to pursue three 
main themes. 

The first was that, across the entire public 
service and in each of its component parts, we 
must achieve a basic change of direction, a 
reorientation to service as the supreme and all- 
pervading objective. So, call the first theme 
“Service.” 

The second theme is an opening-up of the 
process of decision making and program design 
to the Canadian public. This means more 
consultation and better consultation. Canadians 
want to participate, they want to be heard and 
they want to influence. Call the second theme, 
“Consultation.” 

The third is better leadership — specifically, 
better management of people. Top performance 
requires that staff and managers feel as 
important as they really are. They have to feel 
they count. Call the third theme “people.” 

Overall, the 11 PS2000 reports contain more 
than 300 recommendations. Many call for 
structural and procedural changes. But the 
common element, stated or implied, is the need 
for a change in the “corporate culture” — the 


currently fashionable term for an organization’s 
collective personality. This, in turn, is the 
aggregate of each public servant’s attitude. 
PS2000 requires, as an indispensable element 
for improved service, changes in the attitudes of 
individuals in general and managers in 
particular. 

The emphasis on what works grew directly 
out of information which emerged in the fact- 
finding stage of the Task Force’s work. One 
project was a detailed study of a group of 
public- and private-sector organizations with a 
conspicuous common characteristic: all were 
outstanding at serving their clients. 

We wanted to find out what made these 
organizations good at service. So we looked at a 
number of aspects of their operations — their 
structure; their method of delivery; their use of 
monitoring and technology; and the values 
which governed the day-to-day activities of 
their people. 

This study was useful in two ways. First, as a 
benchmark for comparison with the federal 
public service norm. Second, as a template for 
the design of a public service organization that 
really serves. 

Everything we learned pointed to the link 
between client-centered motivation and 
excellence of service. We found that 
organizations which do well by their clients are 
staffed by people who believe that their first 
responsibility is service. 

Not surprisingly, we found that client- 
centred organizations did not develop in a 
vacuum. High-performance service 
organizations were managed by CEOs, 
presidents and deputy ministers who are 
service-oriented themselves and have the drive, 
tenacity and persuasiveness to bring people 
along with them. 

Two common characteristics emerged with 
particular force: 

One was a dedication to the proposition that 
results are more important than methods. 
Managers saw their procedures, their programs, 
their modes of organizations as means to an 
end. Invariably that end was client satisfaction. 
No other measuring stick really counted. Staff 
were proud of their organization; they owned a 
piece of it. They knew what was going on. They 
expressed their opinions — in fact, their views 
were sought and respected. 
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The second characteristic was a confident 
management style. These managers were tough 
in the best sense of that word — they demanded 
the best of their people and they were 
uncompromising about quality. But they were 
not white-knuckled managers. They welcomed 
candour, they kept internal lines of 
communication open and they were informal in 
their relationships with subordinates. Most 
important they were ready to delegate not just 
responsibilities but authority to use personal 
initiative. 

Staff knew what results they were expected 
to achieve and felt free to modify processes to 
get those results. They were ready to exercise 
their own judgment. Management’s attitude was 
reminiscent of that attributed to General George 
S. Patton who said “Never tell people how to do 
things. Tell them what to do and they will 
surprise you with their ingenuity”. 
RRS ST TE SE 

HOW ARE WE DOING IN TERMS OF SERVICE TO 
THE PUBLIC? 


This was the pattern in the successful service 
organizations we studied, which included 
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several federal departments or agencies. How 
does that pattern compare with the federal 
public service norm? 

The Task Force examined this question in a 
series of studies of the federal public service. 
We surveyed over 320 line staff and middle 
management people who were actually 
delivering service in 12 Canadian cities. We 
conducted symposia and workshops which 
brought together hundreds of public service 
managers, clients and non-governmental 
organizations. We surveyed 1,250 public 
servants by telephone and conducted nine 
workshops. 

We concluded that, with a few shining 
exceptions, management in the public service is 
neither strongly client-oriented nor firmly 
service-preoccupied. We found that most public 
servants want to serve. When we asked would 
they join the public service if they had to do it 
all over again, the answer was nearly always 
“yes.” But, more often than not, we found this 
drive frustrated from within. In some cases this 
was due to institutional defects, which we 
identify in our report. But the most common 
root problem was that the system in which they 
worked focused on procedures and was not 
result-oriented. Typically management in these 
organizations had a low tolerance for risk or 
innovation and had communicated this 
nervousness to their staff. 

(SRT ESS TREES CS 

How Do WE TURN THIS SITUATION AROUND? 
SES TS 

The recommendations made by our Task 
Force are our answer to that question. Some 
deal with the need for structural and procedural 
changes. We propose a more systematic 
approach to consultation — a neglected but 
indispensable prerequisite to good service. We 
recommend changes in the system of staff 
selection and career advancement to reward 
service-oriented performance. We recommend 
that funds saved by simplification of systems 
and reduction in internal reporting be re- 
allocated to improving service to the public. 

All of these changes must come to pass if we 
are to reorient the federal public service toward 
the client. But the truly critical requirement is 
for a change in the management direction, in 
terms of orientation to service and also in terms 
of improvement in the way we manage people. 
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We recommend that deputy ministers be held 
accountable for the quality of service their 
departments provide. We recommend as well 
that deputy ministers be evaluated on the 
effectiveness of their department in the 
sophisticated art of public consultation. 

We also recognize the importance of the 
human factor in bridging the gap between 
concept and practice. This challenge was 
summed up in a wider context by T.S. Eliot 
when he wrote that “between the idea and the 
reality, between the notion and the act falls the 
shadow.” 

There is great potential for variation in the 
way in which general principles can be 
interpreted. Task forces make recommendat- 
ions. Central agencies decree that they be 
fulfilled. But the impact of these 
recommendations on the real world depends on 
the intelligence and judgment with which 
managers interpret the principles and the energy 
and commitment devoted to implementation. 


The work of reorienting the federal public 
service toward clients has only begun. As Peter 
Drucker put it, “sooner or later all the thinking 
and planning has to degenerate to work.” 
Success in this work will depend on the 
openness of mind and the freshness of approach 
of individual employees. Employees have to be 
liberated from excess reporting and other time 
consuming procedures designed to support the 
past focus on control, caution and the fear of 
making mistakes. It will depend, in particular, 
on the capacity of managers to become 
preoccupied with results rather than process, to 
replace rigidity with flexibility, and to put 
service ahead of other considerations. ® 


Bruce Rawson is Deputy Minister of 
Fisheries and Oceans and Chairman of the 
PS2000 Task Force on Service to the 
Public. 


Editor’s Note: As part of the work of the 
Task Force on Service to the Public a study was 
undertaken of client-centred organizations in 
the private and public sectors. The results of 
this research have been published under the title 
Learning from Success: Exemplary Practices in 
Service to the Public. It may be obtained from 
the PS2000 office. 


Filling Jobs in 
Minutes, 
Not Months 


by 
Michael Hale 


magine the following situation: 
You are the warden of a correctional institution. 
Due to an unexpectedly high rate of attrition, 
you have lost a large number of staff members. 
Correctional institutions 
are continuous operations; 
many posts must be 
covered 24 hours a day. 
Leaving essential posts 
unstaffed may jeopardize 
public safety. So you put in 
an urgent request for 
staffing action, and cover 
the vacant posts through 
Overtime. 

But it currently takes an 
average of about six 
months to fill a position in 
the public service. This is 
to satisfy the regulatory 
and policy requirements 
regarding merit, 
government security, 
employment equity, and 
bilingualism. Add to this 
the two months of basic 
training for correctional officers, not to mention 
on-the-job training. As a warden, you will be 
looking at the best part of a year before you 
have fully competent people to fill the vacant 
positions. Meanwhile, your overtime bill 
mounts and headquarters is pressuring you to 
reduce overtime costs. You also have a large 
number of people in acting positions, and your 
staff question the fairness of long-term acting 
assignments. 

Like many public service managers, wardens 
have been, and are, under considerable pressure 
due to these kinds of administrative 
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complexities. Clearly something must be done. 
An interim solution is to do more anticipatory 
staffing, but in the longer term, a more effective 
and efficient system is required. 

Consider another situation: Someone you 
know has recently joined the Correctional 
Service in an entry-level position. She has a 
post-secondary education, extensive experience 
in client-service occupations and experience in 
policing. 

She didn’t mind starting out at the bottom — 
after all, corrections was a new field for her. 
She had expected, though, that once she’d 
learned the ropes, her abilities would be 
recognized, and she would be quickly 
promoted. A competition was held, but she 


Correctional 
officer conducting 
inmate to his cell. 


didn’t do well in the interview, and didn’t get 
the promotion. She feels frustrated and ready to 
quit. The problem is that the current 
competition process does not use all available 
information about individual employees to 
make decisions on promotion or development. 

While these two situations have a 
correctional setting, the problems they describe 
are common to many public service 
organizations. Taken together they spell the 
need for reform of personnel management 
processes. The situations also illustrate the fact 
that reform is equally desirable for both 
managers and employees. 
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Staffing problems, and the need for better organization is striving. It is the driving force in 
development of employees are two major the organization, and the basis for policies, 
reasons for the Correctional Service’s Staffing plans, and operations. 

Reform Project. But it was the adoption of The mission and values require extensive 
CSC’s “mission” — a new values-driven changes in personnel management practices. 
management approach that gave the project its Specific strategic objectives address merit, 
impetus. enabling employees to reach their full potential. 

In 1989, the Correctional Service of Canada They also aim to achieve employment equity, 
and its minister, the Solicitor General, formally effective performance appraisal, succession 
adopted a mission document that set out the planning, and the efficient and effective use of 
Service’s mission values, principles and resources. 
strategic objectives. The staffing reform project drawn up after 

The process of establishing a mission consultation with the Public Service 
involved not only values clarification, but the Commission focuses on corrections workers in 
commitment of the Service’s senior managers to _ institutions and parole offices. This will include 
live according to those values. The mission all members of the Correctional (CX), and 
document is seen by the Service as a set of very Welfare Programs (WP) groups in the Service, 
stable long-term objectives, towards which the and related positions for the purposes of career 
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progression such as wardens, district directors 
and other correctional managers. The project 
was initiated in March, 1989, to: 

* enable managers to staff positions without 
delay; 

* provide for better evaluation of the skills 
and abilities of the staff; and 

* provide training and development 
opportunities that allow individuals to 
achieve their full potential. 

It was a tall order. However, nothing is 
completely new under the sun. Many 
organizations have developed effective human 
resource management practices. The challenge 
was to benefit from the experience of others and 
come up with a system geared to meet the needs 
of the Correctional Service. Both the Canadian 
military and External Affairs have career 
management processes that include pre- 
qualifying candidates for promotion. Systems 
based on matching employees’ qualifications 
and job requirements are in use by the Public 
Service Commission and the RCMP, among 
others. The project team looked at various 
approaches taken by other public and private 
organizations. 

The project followed five phases: 

* Occupational analysis—the content of the 
various jobs, the importance of particular 
tasks, and the interrelationships between 
various job levels were determined through 
a questionnaire and focus group 
discussions. 

* Design of the mechanics of the system— 
extensive consultations were held on the 
various processes related to career 
development and staffing. 

* Development of performance and 
qualification standards—based on 
the occupational analysis, performance 
standards and related qualifications were 
identified for each job level. 

* Design of a new performance evaluation 
system—using the performance standards 
as a basis, a new, more objective 
performance evaluation process was 
developed. 

* Training of supervisors and employees in 
performance evaluation—all employees 
and supervisors will be trained in the new 
process. 


Throughout the project, there has been 
extensive involvement of the supervisors and 
staff who will be affected by the new system. 
The questionnaire designed for the occupational 
analysis was given to over 2,000 staff members 
at 33 locations in all regions. Focus groups were 
held at various stages of the project to elicit the 
views of line staff, supervisors and managers. 
The working group included line correctional 
staff as well as representatives from regional 
and national headquarters and the union. 

The new approach establishes a career 
management cycle (see diagram) that allows 
employees to qualify at their own rate for future 
promotions. An inventory of qualified personnel 
will be reviewed on an annual basis by a merit 
rating board, ranked in order of merit, and 
placed on an annual eligibility list. When 
vacancies occur, positions will be staffed 
without delay from the list—in minutes rather 
than in months. 

Performance evaluations based on 
established standards and a career planning 
process are both important elements of the 
system. A career manager will be established in 
each region to act as an advisor to employees 
and managers in career development matters. 
Committees to review performance evaluations 
and an effective redress process will ensure 
fairness and equity. 

The benefits of a career management 
approach will be readily apparent. Both 
management and employees have a vested 
interest in making the system work and it will 
pay big dividends for each. For managers, it 
will re-focus personnel management practices 
by making staffing responsive to their needs, by 
making training a top priority and providing an 
effective performance evaluation and career 
development process. Employees will have a 
clear picture of the training and development 
available to them and a career path to follow. 
Implementation of the new system is scheduled 
to begin in fiscal year 1991-92. @ 
————— 

Michael Hale is Project Manager, 
Staffing Reform, for the Correctional . 
Service of Canada. For more information 
on Career Management in CSC, contact 
him at (613) 992-0443. 
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Coping with New 
Legal Shoals 


by 
John Tait 


| he responsibilities of public 


service managers have grown and changed 
significantly as a result of two new 
developments in Canadian law. These are the 
evolution of the Canadian Charter of Rights 
and Freedoms and the expanded environmental 
assessment and review process. The application 
of the Charter and the environmental 
assessment guidelines have resulted in 
challenges to government programs and have 
had serious fiscal implications. Public servants 
must be prepared to cope with this new reality 
and to handle new duties resulting from legal 
changes. 

The Charter is relatively young. It has been 
in force for less than nine years, except for the 
equality rights guarantees which took effect 
only five years ago. Despite its short life—the 
United States has had a constitutional bill of 
rights for about 200 years—the Charter has 
already had a significant impact on Canadian 
society. In particular, it has had a profound 
influence on the conduct of government and 
management responsibilities in the public 
service. 

Formerly, the doctrine of Parliamentary 
supremacy held sway. Parliament and the 
provincial legislatures could do what they 
wanted, summed up in the phrase “‘the Queen 
can do no wrong,” so long as it was within their 
sphere of constitutional competence. With the 
adoption of the Charter, limitations have been 
imposed on the law and policy-making powers 
of government. These limitations are 
determined, ultimately, by the courts. 

Governments retain the capacity, and the 
responsibility to make the social, economic and 
other policy choices that must be made. But the 
courts have been given the power to test laws, 
policies and programs against the standards of 
the Charter. The courts have shown respect for 
the policy-making functions of government, and 
a desire to avoid interfering in those matters that 


are properly the responsibility of the executive 
and legislative branches of government. Yet 
where laws, policies and programs are 
challenged under the Charter, the courts have 
often had to assess their underlying rationale. 

The courts have the ultimate say on the 
application of the Charter, but they only 
exercise this role when someone brings a legal 
challenge. The litigation process is one way of 
resolving Charter issues in laws, policies and 
programs of the federal government but not the 
best way. An orderly consideration of these 
issues before they reach litigation is obviously 
much to be preferred. 

The government has conducted general 
reviews of federal laws, programs and policies 
to ensure they conform with the Charter. But 
the full integration of Charter issues as part of 
the process of government has taken some time. 
As well, the Charter is like a living organism, 
taking shape with every legal judgment. While 
we have sometimes been ahead of the game, we 
have not been able to anticipate every 
development. But we have learned and adjusted. 

Let’s consider some of the key provisions of 
the Charter, and how they have been interpreted 
by the courts. 

The provision that has had the greatest effect 
on the broadest range of laws, policies and 
programs of government is section 15 of the 
Charter. This is the equality section, which 
guarantees equality before and under the law 
and the equal protection and equal benefit of the 
law without discrimination on the grounds of 
race, national or ethnic origin, colour, religion, 
sex, age and mental or physical disability. 

Already, the Supreme Court of Canada has 
set out some basic thinking about section 15. 
The Court has said that the section prohibits 
discrimination not only on the basis of grounds 
that are listed in section 15 but some that are 
not. One example is citizenship. The Court has 
suggested that it will recognize other grounds 
analogous to those listed that involve personal 
characteristics. Still, not every distinction on the 
basis of such grounds is discrimination. The 
focus appears to be on distinctions involving 
questions of stereotyping, prejudice or 
disadvantage. 

Another important provision of the Charter is 
section 7 which guarantees the right to life, 
liberty and security of the person and the right 
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not to be deprived thereof except in accordance 
with the principles of fundamental justice. 
Section 7 has been used to invalidate Canada’s 
abortion legislation, drug testing programs in 
prisons and restrictions on the use of provincial 
funds for medical services. It has also been 
responsible for significant changes in the 
procedures of administrative 
boards and tribunals. 

Section 2 of the Charter 
guarantees the fundamental 
freedoms: freedom of conscience 
and religion; freedom of thought, 
belief, opinion and expression; 
freedom of peaceful assembly; and 
freedom of association. Under this 
provision, issues that have been 
raised in the courts include hate 
literature, the ability to strike and 
bargain collectively, and the 
political activities of public 
servants. 

These and the other rights and 
freedoms guaranteed by the 
Charter are subject to section 1 of 
the Charter. Section 1 permits 
limits to be put on these rights and 
freedoms where the limits are 
reasonable, prescribed by law and 
demonstrably justified in a free and democratic 
society. 

The courts have developed firm criteria for 
justifying a limit under section 1. The burden of 
justifying the limit is on the government and the 
limit must be prescribed by law. It must flow 
from a statute, a regulation, common law or 
some other instrument having the force of law. 
It must also be precise and ascertainable. 
Finally, the limit must meet a test established by 
the Supreme Court of Canada. The objective of 
the limit must bear on a societal concern that is 
pressing and substantial. The means to reach 
that end must be carefully designed and 
rationally connected to the objective, impair the 
Charter right as little as possible, and not be 
disproportionately severe in its effects. The task 
of justifying a limit under section 1 is difficult 
and requires the government to be able to 
articulate a well-reasoned rationale that is 
backed up with solid evidence. 

A rough guess is that there have been about 
10,000 cases involving the Charter since 1982. I 
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will single out just two of these as examples of 
the impact of the Charter. The first is Singh v. 
Canada Employment and Immigration 
Commission. In this case, the issue before the 
Supreme Court was whether section 7 of the 
Charter required an oral hearing for a person 
claiming refugee status. The Supreme Court 


held that the principles of fundamental justice 
required an oral hearing to determine serious 
issues of credibility. The immediate impact of 
this decision was to create a serious backlog in 
the refugee determination system. Ultimately, 
the whole system of refugee determination had 
to be reformed amid considerable controversy. 
This decision has also had a significant affect 
on the way other administrative tribunals 
conduct their affairs. 

The second case, Schachter v. The Queen, 
involved provisions of the Unemployment 
Insurance Act providing for maternity leave for 
natural mothers and child care leave for 
adoptive parents only. In response to a 
challenge by a natural father, the Federal Court 
held that the restriction of child care benefits to 
adoptive parents discriminated against natural 
parents contrary to section 15 of the Charter. 
The Court ordered that the child care benefits be 
extended to natural parents, which turned a $4 
million program into a $400 million program. 

The Schachter case raises quite squarely the 
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question of the relationship between Parliament 
and the courts. Before the Federal Court of 
Appeal had decided this case, Parliament had 
before it legislative proposals to address the 
issue of child care benefits, but in a different 
way than it had been dealt with by the Court. 
What came to be at stake in this case was the 
question of who would determine the most 
appropriate way of resolving the issue, once the 
court had found the law to be inconsistent with 
the Charter. In particular, the question is 
whether benefits can be extended by the courts 
or whether Parliament will be given a chance to 
correct the program through legislative 
amendment. To resolve this question, the 
government has applied to the Supreme Court 
of Canada for leave to appeal the Federal 
Court’s decision on the question of the remedy. 

These and other cases have focused attention 
on managing government in the context of the 
Charter. 

There are a number of lessons managers and 
policy planners can learn from early experience 
with the Charter. First, the Charter is an 
important part of the environment for policy 
planning and decision making. It cannot be 
ignored any more than fiscal restraints or 
technological change. 

The second lesson flows from the first. 
Managers and policy planners must integrate 
legal considerations into their operations. Legal 
advisors should be part of this process. This 
does not mean that the lawyers make the 
decisions. This remains the responsibility of the 
managers and policy planners. But more and 
more, managers and policy planners have 
responsibility for decisions with legal 
consequences. 

The third lesson is that legal elements should 
be considered early on. It is risky to sit back and 
wait for court decisions. The government must 
be prepared to meet challenges to its laws, 
policies and programs. 

A fourth lesson is that policy planning and 
decision making must be increasingly supported 
with rationales and evidence. This is so for two 
reasons. Department of Justice lawyers need 
much more of such information before they can 
provide an assessment of Charter risk. Secondly 
laws and policies must be able to withstand the 
scrutiny of the courts, if necessary. It is difficult 
to develop rationales and evidence years after 


the fact under the pressure of litigation. 

It is helpful if the Charter is not seen as 
imposing obstacles to effective decision 
making. The Charter sets standards that may 
help strengthen the policy basis of the law or 
program in question. It has been a catalyst for 
rethinking many questions. To a great extent, 
the Charter has enhanced the rationality of the 
policy and law making process of government. 

Finally, the Charter has changed the nature 
of the working relationship between Justice 
lawyers and their clients. More than ever before 
we must work together. 

Let’s turn now to the expanded process. 
Recent events have heightened awareness of 
this process among public service managers, as 
well as the public. 
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These events stemmed from the introduction 
of the Environmental Assessment and Review 
Process (EARP) Guidelines Order in 1984. 
Passed by Cabinet order, the EARP Guidelines 
provide for a process for predicting the potential 
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environmental consequences of proposals that 
require a federal government decision. 

Recent cases involving the EARP Guidelines 
have had fundamental repercussions for the 
conduct of environmental assessment by the 
federal government to the extent that courts 
ruled that the EARP guidelines constituted a 
regulation providing for a mandatory code of 
practice. 

The cases that have been decided to date 
have far-reaching implications for public 
service managers involved in decisions and 
actions with potential environmental 
consequences: 

* The federal government must comply with 

EARP Guidelines—they are binding on 
the federal government. In particular, the 


Guidelines must be complied with before 
irrevocable decisions are taken. 

* It is not enough to determine whether 
environmental impacts can be mitigated. 
Government departments must outline the 
specific measures that can be taken to 
lessen environmental impacts. 


* Government departments must provide a 
record of their actions, explaining what 
part of the EARP Guidelines it has relied 
on and provide a written decision showing 
that the assessment process has been 
followed. 

* The duties under the EARP Guidelines 
flow from the Guidelines Order itself, 
independently of any particular statutory 
scheme. These duties may arise in a 
variety of areas under a variety of federal 
laws, wherever there are potential 
environmental consequences arising from 
some federal decision or action. 

The federal government has developed new 
environmental assessment legislation, Bill C-78, 
now before the House of Commons. In the 
interim, the EARP Guidelines Order sets the 
standard for environmental assessment and 
review by the federal government. 

No doubt, the environmental assessment 
process will continue to evolve whether by 
legislative amendment or by court decisions. In 
the meantime, the EARP Guidelines require 
vigilance by public service managers. If the 
Guidelines apply, managers must ensure that 
the process established by the Guidelines is 
followed. Information regarding the Guidelines 
can be obtained from the Federal Environmental 
Assessment Review Office. Beyond that, 
lawyers of the Department of Justice are 
available to provide advice and assistance 
concerning the application of the Guidelines. 

These recent legal developments, both under 
the Charter and the environmental review 
process, have put new burdens on public service 
managers. At the same time, they have provided 
new opportunities to add to the rationality of 
government decision-making. The legal 
dimensions of public service management have 
expanded considerably as a result. While 
managers cannot be expected to know the ins 
and outs of every aspect of these laws, it is clear 
that it is their responsibility to ensure that the 
legal issues are considered and addressed. # 


John Tait is Deputy Minister of Justice. 
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Advancing Human 
Rights 


by 
Ed Broadbent 


In an office on rue de Brésoles in Old 
Montreal, former NDP leader Ed Broadbent 
has gathered a small but blue-ribbon staff to 
run a new International Centre for Human 
Rights and Democratic Development. The 
Centre is funded with a $15 million federal 
grant until 1992, and its mandate is to defend 
and promote human rights throughout the 
world, particularly in developing nations. Its 
staff of 13 includes Nobel Peace Prize winner 
Oscar Arias, former president of Costa Rica, 
Keba M  baye of Senegal, an International 
Court judge and Mrs. Asma Jahngir, a 
Pakistani lawyer. In a recent speech to the 
Trinity College Club of Ottawa, Broadbent 
outlined what he believes are Canada's 
responsibilities from the perspective of his new 
assignment. 


N. democratic government can 


ignore the contending claims of security, trade 
and human rights. Short of a real or perceived 
attack, however, any good democratic 
government must ensure when in conflict the 
concerns of human rights will prevail. 

Alexander Solzhenitsyn said that the most 
enduring achievement of the United Nations 
was the Universal Declaration of Human 
Rights. He may well have been right. Although 
shortly after its adoption in 1948 the world was 
launched into the Cold War, the powerful words 
of the Declaration are once again being quoted 
to support freedom rather than simply being 
used as part of the arsenal of verbal instruments 
in Cold War rhetoric. 

Note the words in the preamble: “The 
inherent dignity and the equal and inalienable 
rights of all members of the human family is the 
foundation of freedom, justice and peace in the 
world.” 


We have all watched with fascination and 
joy as the walls of the Cold War have been 
falling down during the past five years. From 
Prague to Moscow democracy, rights and the 
rule of law are either being restored or put in 
place for the first time. The major external 
consequence of this is that throughout Asia, 
Africa and Latin America, the super powers, 
once benignly or cruelly indifferent to human 
rights within their client states, no longer have 
mutual global rivalry as a justification for any 
kind of repression or intervention. Indeed 
President Bush and President Gorbachev now 
meet during an international crisis not to 
confront but to consult. 

Once again in history, a serious change in the 
elements of international power provides an 
opening for those seeking justice instead of 
domination. 

Consequently, from Kenya to Guatemala, 
from the Philippines to Cuba, insistent demands 
for establishing or broadening the range of 
human liberty are taking hold. 

In one way Canada has taken a lead in this 
new area. The adoption by Parliament in 1988, 
with the support of all three parties, of the act 
creating the International Centre of Human 
Rights and Democratic Development was 
propitious in its timing. With its mandate to 
support human rights and democratic activism 
anywhere in the world, a significant step was 
taken by one sovereign state with implications 
for other states. Although the new Centre’s role 
is not deliberately to provoke national 
governments, the reality is that in actively 
supporting those courageous men and women 
who are peacefully struggling for their rights 
within other states, we inevitably run the risk of 
indirect confrontation. 

We will be supporting and advocating the 
content of UN covenants as they comprise the 
International Bill of Human Rights, contending 
that all states have an obligation to live up to 
their requirements. 

I believe that all democratic states, still a 
small minority in the world, have an obligation 
to make human rights and democratic 
institutions a central and not a marginal aspect 
of their international policy. Clearly Canada is 
well placed to do this. All those who have 
travelled abroad, particularly in developing 
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nations, will know that the fact we have no 
tradition as an imperial power gives us, at times, 
a certain entrée denied to the United States and 
to many European nations. What often goes 
unsaid is that along with the Scandinavians, the 
absence of any power, imperial or not, is also 
conducive to being well perceived 

Now is the time to lead. There are a number 
of concrete steps that should be 
taken by Canada, some of which 
have already been put in place 
by other states. 

In our bilateral relations, 
human rights and democratic 
requirements must become a 
key conditional element in all 
agreements. For most of this 
century, capitalist and 
communist governments alike 
have seen development almost 
exclusively in quantifiable 
economic terms. (All 
development officers in 
governments should be 
compelled to actually read 
Adam Smith and Karl Marx. To 
their astonishment many would 
discover the former regarded 
himself as a “moral scientist” 
and the latter saw creative 
human emancipation as the 
serious objective of so-called 
economic development.) 

Policy makers must take the 
words of the 1986 United 
Nations Declaration of the Right 
to Development seriously. What 
is key to this declaration, 
strongly supported at the UN by 
developing nations, is the view 
that, notwithstanding 
differences in cultures, religions 
and economies, all of the family of human 
rights should be seen as important. Such rights 
must not be seen as ornamental add-ons to the 
notion of development: they are an essential 
component of the right to development. 

In rich and poor lands alike men and women 
want food and freedom of expression. They 
want and deserve bread and roses. Our bilateral 
aid agreements must, therefore, be conditional 


and entail an examination of the record and 
commitment to human rights of all would-be 
participants. 

At the multilateral level, Canada should lead 
in getting all trade and development policy as a 
matter of routine to include human rights 
considerations. This should not constitute 
imposing our national standards or even so- 
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called Western standards. It should constitute 
applying already agreed-upon UN resolutions 
and covenants. 

It is time that the GATT included a clause 
whose purpose would be to prevent the 
undemocratic exploitation of the world’s poor. 
Such a clause would take into account exisung 
differences in development but would obligate 
contracting parties to observe certain minimum 
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labour standards based on ILO agreements. 
Such standards would be specified by an 
advisory committee to be established by the 
GATT and the ILO. 

We must insist that freedom of association, 
minimum age, abolition of forced labour and 
the right of free collective bargaining standards 
be regarded as important as the legitimate right 
to make a profit in international commerce. 

Canada should show its commitment to 
human rights and democracy by ensuring an 
annual debate in Parliament, which would 
include the participation of the Secretary of 
State for External Affairs and the Secretary of 
State who has Parliamentary responsibility for 
federal domestic human rights matters. The 
ministers would be expected to give a full 
accounting, including a record of our votes at 
the United Nations, the World Bank, the IMF 
and the GATT. 

Canadians as well as other citizens of the 
world have now come to expect their 
governments to take into account the 
environmental impact of development projects. 

Surely it’s time, as a democracy, we 
expected human and democratic rights to have a 
significance at least equivalent to the 
environment. Humanity deserves clean air and 
fundamental rights. 

Let me conclude by dealing with two 
possible concerns about such a policy for 
Canada. Some will say that such a forthright 
commitment now would unfairly isolate us from 
other friendly but competing developed nations. 
I say simply that others, and not simply the 
Scandinavians, have started to move in the same 
direction — at least verbally. 

In June President Mitterrand said: “France 
will link its contribution [to development] to 
efforts designed to lead to greater liberty and 
democracy.” During the same month the British 
Foreign Secretary made a similar pronouncement. 


Two months earlier US Assistant Secretary 
Herman Cohen, in a speech in Washington 
about his country’s policy in Africa, specifically 
noted a change in development policy. From 
now on, he said, there would be a new 
commitment to the principles of democracy. 

Of perhaps greater seriousness is the danger 
of being seen to impose on developing nations 
our own standards. While it is essential that no 
one model of democracy be seen as the 
standard, it is also essential for humanity that 
those principles of democracy and human rights 
that the developing nations themselves have 
accepted at the United Nations be applied to all. 
It was the developing nations who most 
vigorously fought for the recent UN Declaration 
of the Right to Development. We must take our 
stand with those in developing countries who 
are struggling for liberty. As a citizen of the 
Philippines said, authoritarianism is not 
essential for development, but it is essential to 
perpetuate the status quo. 

Whatever we do it will remain in the future 
as it has been in the past: a more humane and 
just order will ultimately be created only by 
those living within their own lands. 

What we can do is aid or hinder the process. 
By our action or inaction we will take sides one 
way or the other. Surely we must be on the side 
of those favouring human rights and 
democracy. @ 


The CPP Turns 25 


by 
Margaret Negodaeff 


E very payday since January 


1966, Canadians and their employers have 
contributed a percentage of payroll earnings to 
the Canada Pension Plan (CPP). In one way or 
another, the CPP — and its counterpart, the 
Quebec Pension Plan (QPP) — touch almost 
everyone. The ballpark figures tell the story, 
and it’s quite a ballpark; in fiscal 1988-89, some 
9.5 million Canadians contributed more than 
$6.2 billion to the CPP. Its holdings now 
amount to more than $38 billion, which funds 
not only indexed pensions, but a measure of 
protection for surviving spouses and children 
and financial help for bread-winners who 
become disabled and their children. 

But the main significance of the CPP for 
most Canadians is being able to look forward to 
that monthly retirement pension cheque arriving 
in the mail. Last year more than 2.2 million 
retired Canadians received an average of $300 a 
month from the CPP/QPP. For the vast majority 
of them it provided the largest part of their 
retirement income. 

The Canada Pension Plan is the most 
complex social security measure in Canada’s 
history. Its 25th anniversary is an occasion for 
the politicians and public servants who were 
intimately involved in the creation of the plan to 
look back to the hectic and rewarding days that 
saw its birth. For their reminiscences of CPP’s 
coming to life as the cornerstone of Canada’s 
pension system, Dialogue turned to the Hon. 
Stanley Knowles, the grand old man of pension 
reform in Canada, and three public servants — 
Douglas Allen and Gifford Price, both now 
retired and receiving the pension they helped to 
create, and Ron Stuart, the CPP’s first manager 
of claims, who today is Assistant Director 
General of National Operations of the Income 
Security Programs Branch of Health and 
Welfare. 

In Canada, as in other western countries, the 
notion that publicly-funded pensions were a 
proper claim on urban industrial society, and 
not a reward for shiftlessness, first took hold in 


the aftermath of the First World War. In 1919, 
the Liberal party promised legislation on health 
insurance, contributory old age pensions and 
unemployment insurance. But it was not until 
1927 that Mackenzie King’s Liberal 
government introduced the first old age 
pension. It provided a pension of $20 a month 
for needy Canadians after age 70. Still, 
reflecting the temper of the times, it was subject 
to a strict and often humiliating means test, and 
payment was denied to anyone who earned a 
paltry $125 a year or more. Stanley Knowles 
believes the figures were chosen for their 
arithmetic neatness. A pension of $20.00 a 
month plus $125 came up to $365 annually, or 
$1.00 a day. Considering that the average life- 
span was then somewhat less than 70, the drain 
on the public treasury was none too onerous. 
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When Knowles was first elected to 
Parliament from Winnipeg North Center in 
1942, the old age pension rate was still at its 
1927 level. Having watched his widower father 
struggle through the depression, Knowles 
poured much of his energy into improved social 
security. “I made an increase to $30.00 a month 
and a lowering of the age limit two of my major 
priorities,” he recalls. “We tried very hard for 
improvements, but we only managed to get a 
five dollar increase.” That came in 1943. 

In the Commons, Knowles — now, at 82, the 
Honourary Officer of the House — was the 
unrelenting champion of pension reform. 
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Mackenzie King on the 
stump in Cobourg, 
Ontario in 1926. 
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“Around 1950,” he recalls, “we created a Joint 
Parliamentary Committee on Pensions which 
recommended that Old Age Security (OAS) be 
payable to everyone over 60, not 70, and at the 
rate of $40.00 a month.” That was a major 
breakthrough. In 1951, the federal government 
introduced the Old Age Security Act, which 
provided a universal pension of $40.00 a month 
— funded and administered entirely by the 
federal government — but still paid only to 
Canadians over age 70. But the means test and 
minimum income requirement were abolished. 
A second piece of legislation, the Old Age 
Assistance Act, set up a cost-shared program 
with the provinces which provided a pension for 
those aged 65 to 69, but for this the means test 
survived. 
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Knowles recalls with amusement that Prime 
Minister Louis St. Laurent, who was in his late 
sixties at the time, had vehemently opposed 
pension increases. But after the increase was 
approved, St. Laurent told colleagues privately 
he was rather pleased he would be receiving the 
increased pension the following year. 

In 1957, the Liberals lost to John 
Diefenbaker’s Conservatives. Pension policy 


development went “on hold” while medicare 
took precedence, although the Diefenbaker 
government increased the benefit from $40 to 
$75 a month. 

By the time the Liberals returned to power 
under Lester B. Pearson in 1963, it was 
becoming increasingly obvious that this could 
not meet the needs and living costs of Canada’s 
older people. “I think it was Mr. Pearson who 
finally said that Canadian pensions should be 
improved,” Knowles says. “And that, as I can 
recall, was the beginning of the Canada Pension 
Plan.” 

The new government moved swiftly. Within 
four days of being sworn in, Health and Welfare 
Minister Judy LaMarsh established an 
Interdepartmental Task Force on Old Age, 
Survivors’ and Disability Insurance. It first met 
April 26, 1963 under the chairmanship of the 
Deputy Minister of Welfare, Dr. J.W. Willard, 
with C. D. (Doug) Allen as Secretary. 

The Task Force held some 61 formal 
meetings and prepared memoranda on all 
conceivable aspects of the as-yet unnamed 
plan: types and rates of benefit; rates of 
contribution; cost estimates; registration 
systems; economic implications; 
implementation schedules; retirement tests and 
qualifying periods. 

“When Mr. Diefenbaker was in power,” 
Doug Allen recalls, “he asked Professor Robert 
Clark of the University of B.C. to prepare a 
report on economic security for the aged in the 
United States and Canada. The Americans 
advised us to make public pension coverage as 
wide as possible right from the start, because 
some ‘uncovered’ groups would later want 
benefits and there would be great difficulty 
treating them fairly and equitably. 

“Back in the early ’60s, only 35 per cent of 
the labour force was enrolled in private 
pension plans. So they really had very little in 
their old age,” Allen says. “And private plans 
had many weaknesses. If you were a part-time 
employee or self-employed, you got nothing. If 
you were enrolled but left your job you might 
only get your own contributions back. But if 
your employer was paying the whole shot, you 
got nothing. And generally there was no 
portability if you left one job for another.” 

The Task Force worked day and night. 
Although the hours were long, Allen remembers 
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the dedication and teamwork that usually made As the House of Commons went into 

up for a chronic lack of sleep. “One Sunday, Committee of the Whole to discuss the fine 

Judy LaMarsh expressed her appreciation to a print of the plan, Doug Allen was listening in 

few members of the Task Force at lunch at a the Gallery. “It went on and on,” he recalls. 

Chinese restaurant. She said ‘I’m so thankful “Stanley Knowles sent me a note saying his first | Pension 

I’m not married to any of you guys!’ We grandchild had been born. I sent it back with 2 Pian 

wondered for a moment what was wrong with congratulations, saying I hoped we wouldn’t — 

us. Then Judy explained she felt very sorry for still be sitting there when the second one was Deductions 

our wives and families because of the overtime. born.” i 

‘When it’s all over’ she said, ‘I want to have a Finally, in late March, 1965, the legislation Le Jan. Ist 1966 

party for you and for them.’” And when it was, was approved, and the bill enacting the Canada = 

Ms. LaMarsh threw a party at Kingsmere and Pension Plan received royal assent in April, to | _ilyene ho are aed 38 70a pata 

personally thanked every wife. come into effect the following January 1. 1 _ ahuvonecg ner te 
On March 17, 1964, less than a year after Canada at last had publicly-administered, : ae —— nt 


striking the Task Force, the Minister of National _ contributory social insurance pensions that 
Health and Welfare introduced Bill C-75 to the Canadians could take with them from job to job 


Commons “‘to establish a comprehensive — and it was, moreover, the first Canadian x 
program of old age pensions in Canada payable social security program to be indexed to the rate te The Canada Pension Plan 
to contributors and survivors at any age after of inflation. a penn 
65.” Quebec decided to create and administer its To build the administrative structure that oe 

own almost identical plan, the QPP. would operate the plan, Deputy Minister Joseph 


“We worked very closely and very well with Willard hired Gifford Price from Ontario’s 
Quebec,” Doug Allen recalls. “Everything had Department of Public Welfare and Gordon 


to be coordinated, including Social Insurance Pickering from Manitoba. Pickering, the first 

Numbers, the amounts of income on which director of CPP, has variously been described as 

pensions were based, the size of the benefits “a very energetic person,” “one who tolerated 

and so on.” Cooperation between federal and no foolishness,” and “somewhat abrupt.” Price, 

provincial bureaucrats was gratifyingly high. who worked for Pickering, calls him 
When Ontario’s Premier Robarts heard that “absolutely the best man to set it up.” 

Quebec would have its own plan, he decided Pickering and Price worked for the first three 

that Ontario would follow suit unless the federal or four months without any staff. Initially, 

government lent the CPP funds back to the Health and Welfare wanted to set up the CPP 

provinces in the proportion they were collected. organization along the lines of the Old Age 

As a result, almost all the money in the CPP Security Office. Price remembers saying “My 

fund is now invested in loans to the provinces. God, don’t you realize OAS will be a minor 

In 1989, the interest rate was 10.08 per cent program compared to the CP Ps eee 

which yielded almost $4 billion for the CPP Another frustration was convincing the Fri Canada Penbion Plas 

Fund. country’s private insurance companies that the er rite ats fits is j 
As a result of a series of federal-provincial CPP would actually be financially beneficial for ; 

conferences, other details fell into place. The them: they could now reduce their benefit 

CPP/QPP benefit was set at 25 per cent of an payments. The CPP managers created their own 

individual’s average earnings. The contribution private names and acronyms for some of the 

rate was set at 1.8 per cent of earnings between more difficult people and companies. Price was 

lower and upper limits, with employers always afraid one of them would slip up and use 

contributing an equal amount. Cost-of-living the not-so-complimentary names in CPP 

indexing was agreed to as were benefits for correspondence and literature. 


Ron Stuart was hired by Gordon Pickering in 
1966 as the CPP’s Manager of Claims. Many 
meetings were held in temporary government 
buildings in what is now a parking lot at Dow’s 
Lake in Ottawa. “Our first permanent residence 
was a converted laundry on Argyle Avenue,” 


survivors and the children of disabled 
contributors. And on one crucial point, Stanley 
Knowles had clearly won: the prime minister 
proposed that by 1970 pensions be available at 
age 65, rather than 70. 
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Ron Stuart 
Dedication 
came out with 
the wash. 


CPP’s first 
computer 
system in the 
basement on 
Argyle. 
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Stuart recalls. “Huge Burroughs 5500 
computers, run by the Department of Supply 
and Services, resided in the basement. We at 
Health and Welfare had the second floor — 
with windows.” 


It was a time of 16-hour days and work-filled 
weekends. “When we started to get into the 
really hard stuff — procedures and regulations 
— nobody cared what time it was,” says Stuart. 


“The dedication was unbelievable. It was 
nothing to work until one or two in the morning, 
then come back first thing. But it was a lot of 
fun, rather like constructing a building, and 
everyone loved what they were doing.” 


But not everything from those days survives. 
Ron Stuart would like to find a copy of the first 
CPP application form. Brian Rosenthal, one of 
the supervisors, was drafting procedures for the 
district offices long into the night. When the 
form was printed, Stuart recalls, it read: “When 
the application is complete, mail the applicant 
to Head Office.” 

Stuart, who had come from the private 
sector, used to take exception to remarks his 
friends and colleagues made about public 
servants. “I knew how dedicated everyone was 
— and most of them still are. Frankly, I don’t 
think you could find a more dedicated bunch in 
private industry. Even Personnel made an effort 
to find people who really cared about the CPP.” 

Doug Allen and Gifford Price have similar 
memories. “Without patting ourselves on the 
heads too much, we were terribly pleased with 
our efforts,” Allen says, “I like to think that the 
introduction of the CPP improved private 
pension plans and has made the public better 
informed about pension plans in general. 

“T think it is very important that the Canada 
Pension Plan is fully indexed. In fairness to 
private pension plans, indexing 
would certainly cost them money 
but indexing is what makes me 
believe so deeply in Canada and 
the Plan,” says Allen. Gifford 
Price maintains that “I would have 
swept the floors if necessary, 
because I believed so firmly in the 
CPPS 

Ron Stuart particularly 
remembers one letter thanking his 
staff personally for the pension. 
““A woman wrote “Now we can 
keep our house.’ That type of 
thing really hit us — keeping 
one’s house. To us, it made it all 
worthwhile.” @ 

Margaret Negodaeff is a 
freelance writer. 


The “Fulminating 
Personality” of 
Marcel Cadieux 


_ by 
Robert Bothwell 


he strength of an institution is best 
measured by the ability of its second generation 
to live up to the standards of its founders. A case 
in point is the Department of External Affairs, 
best known today because of the leaders of its 
brilliant founding fathers, Pearson, Wrong, and 
Robertson. What is less known, and less 
understood, is what came after. 

External’s first generation lasted a very long 
time. Norman Robertson, the first as well as the 
last of the group to hold the under-secretary’s 
post, left the job only in 1964. Who would 
succeed him? To Robertson there could be only 
one choice: Marcel Cadieux, his deputy. Paul 
Martin, the minister, approved. As he later wrote, 
“We both felt that Cadieux was the right man, 
given the government’s aim of creating closer 
relations with France and francophone countries.’ 
Martin and Robertson were right about one thing: 
Cadieux was the right man, but unfortunately 
through no fault of Cadieux’s they were wrong 
about closer relations with France. 

He had the necessary experience, of course. 
Born in Montreal in 1915, the son of a postman, 
Cadieux had struggled for an education, went to 
college on scholarship, and then cast about for a 
career. He qualified as a lawyer and passed on to 
graduate studies at McGill. Life was not easy, but 
life was also an opportunity to triumph over 
adversity. Those whose way was smoothed by 
wealth and privilege, those who did not serve, 
attracted Cadieux’s animosity if not contempt. In 
the war of the idle grasshoppers and the 
industrious ants, Cadieux was firmly on the side 
of the ants. 

He found his métier in 1941. That year he 
joined External Affairs as a third secretary. The 
official record of his career over the next decade 
was unremarkable. Posted to London and then 
Brussels, he had a chance to observe, with a 


? 


jaundiced eye, Vincent Massey’s grand style at 
Canada’s premier diplomatic post, as well as soak 
up impressions of a ravaged and impoverished 
post-war Europe. The young diplomat had plenty 
of time to devote to his tasks. He kept to a 
spartan, bachelor existence. When he was in 
Ottawa, he would go home to Montreal every 
weekend; some said that he still took his laundry 
with him. Only in 1956, at age 41, did Cadieux 
happily marry. 

Various jobs in Ottawa followed until, in 
September 1954, he was appointed senior adviser 
to the Canadian delegation to the International 
Control Commission in Vietnam. The 
commission’s immediate purpose was to witness 
and supervise the evacuation of the French army 
from what was to become North Vietnam, and to 
facilitate the passage of refugees from one side to 
another. 


Canapress 


Ambassador Cadieux (right) presents a 
collection of Canadiana to Philadelphia's 
Temple University (1975). 


The experience scarred Cadieux, and fixed his 
views on the basic issues of the Cold War. It was 
one thing to deal with communists on the 
diplomatic circuit, or at the United Nations. It 
was quite another to observe at first hand the 
brutal introduction of a communist regime In — 
North Vietnam, and the chicanery of communist 
officials as they struggled to prevent the 
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departure of Catholic Vietnamese to the non- 
communist south. Cadieux, a devout Catholic as 
well as a committed believer in the western 
cause, emerged more determined than ever to 
resist communism at all costs, and to strengthen 
Canada’s role in the western alliance, in Europe 
and elsewhere. Cadieux was not alone in his 
experience, but he was, in the view of some 
observers, unique in the passion he felt. 

For Cadieux was a believer. His personal faith 
and his anti-communism were two pillars of his 
system, but there were others. Cadieux believed 
in Canada, and in the place of French Canadians 
in Canada. This, he argued, must include a 
prominent role in his chosen profession, 
diplomacy. Norman Robertson was his ideal; he 
had made External a special place, and Cadieux 
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(1966). 


conceived it his mission to keep it that way. 
Service in “the department” was a privilege that 
must be earned, above all through character. It 
was character rather than the mindless 
performance of a job, or even ambitious 
professionalism, that made External Affairs more 
than a bureau of lost souls, and an appointment 
worth having. 

“For him it was a priesthood and we were all 
members of the order,” Vernon Turner recalled. 
According to another old friend, “Marcel was a 
crusader, a man of conviction.” Diplomacy is not 


Marcel Cadieux with Paul Martin, facing off against Kosygin and Gromyko in Moscow 


always an appropriate profession for believers. 
Passion, belief, and even more, their outward 
expression, were vaguely vulgar, and certainly 
counter-productive. As Talleyrand, the model 
diplomat, advised his juniors, Surtout, pas trop de 
zéle. Cadieux gave the back of his hand to cynics; 
but he did not spare his views of those who were 
too prone to trust the Soviet Union, and who 
weakened Canada’s resolve to stand by its 
western allies. Do-goodism had little appeal and 
less credibility in Cadieux’s repertoire. 

Cadieux was rewarded with the post of legal 
adviser, one of the most senior and prestigious in 
the department, in 1956. Legal was a small 
group, dealing mainly with treaties, but its 
functions were often crucial. Under Cadieux, the 
division attracted more than its share of talent: 


Alan Beesley, Maurice Copithorne, and Allan 
Gotlieb were just three of its young stars. It 
would be as under-secretary that Cadieux had an 
Opportunity to stretch their talents. In the 
meantime, he kept his staff and himself busy, 
rising at dawn to prepare lectures for a course in 
public law at the University of Ottawa — and 
writing four books. 

Cadieux was not the first French Canadian to 
rise high in “the department.” Jules Léger had 
been under-secretary before him, in the 1950s, 
and continued as Canada’s ambassador to France. 
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French Canadians were traditionally under- 
represented in Canada’s public service, though 
that was less true of External than of other 
departments. Cadieux was determined that 
French Canadians should make an impact in 
quality as well as quantity. His point of view was 
expressed, or so it seemed to some of his 
contemporaries, in demanding more of his 
French-speaking subordinates than of their 
English counterparts — and he was not easy on 
them, either. 


panapress 


sharles de Gaulle with Mayor Jean 
Jrapeau in Montreal (1967). 


Sometimes his impatience was communicated 
up as well as down. Paul Martin’s pursuit of 
Canadian mediation in Vietnam and elsewhere 
commanded Cadieux’s support, but not his 
conviction. Sometimes, according to a Vietnam 
expert of the period, he positively bullied the 
minister into supporting his positions. 
Sometimes, he reinforced his logic by pounding 
the table. It mattered little to the under-secretary 
whom he offended, if they were wrong. But, as a 
colleague mildly observed, “You don’t 
exterminate your opposition: you may have to 
work with them later.” 


Others remembered more than the table- 
pounding. Cadieux could be gentle and 
considerate. Among friends, he showed a sense 
of humour, and a sense of fun. “Exceptional in 
his intellect,” Allan Gotlieb later wrote, but of 
course also “exceptional in his decisiveness.” 
Those he respected got free rein. Juniors 
remembered Cadieux sitting silently, approving, 
as they rattled off reports and briefings to 
ministers. It was their show, not the under- 
secretary's, who showed unusual delicacy in 
staying out of the limelight. In any case, Cadieux 
ran a lively show. “The life of the mind” was 
respected, Reeves Haggan, a well-placed but 
somewhat detached observer in Mitchell Sharp’s 
office, recalled. It hardly mattered that the under- 
secretary left management and administration to 
others, while he concentrated on the traditional 
role of the under-secretary, as the government’s 
chief foreign policy adviser. 

The opposition was not to be found only in 
Ottawa. Cadieux’s term as under-secretary 
coincided with the government of Quebec’s push 
for autonomy, including a large and independent 
role in the conduct of foreign affairs. In this 
Quebec had the enthusiastic support of the 
government of France from the mid ’60s through 
the early ’70s. Under the guidance of Claude 
Morin, Quebec’s deputy minister of 
intergovernmental affairs, the province pursued a 
policy of incremental autonomy, nibbling off bits 
of federal jurisdiction by establishing precedents. 
And a precedent, if repeated often enough, would 
become a convention. It had been done before, 
and in living memory, as Canada disentangled 
itself from the British Empire, and Quebec had 
no lack of constitutional thinkers who believed it 
could be done again. 

It was a phenomenon for which Cadieux had 
no sympathy. French Canadians were citizens of 
Canada, and it was the government of Canada 
that expressed their wishes abroad. There was no 
contradiction and certainly no betrayal of 
Quebec’s interests in going to work for the 
federal government. As Cadieux explained to a 
friend, “Those of us who represent Quebec in the 
federal administration remain faithful to the 
province’s motto: we remember.” It was a 
particular pity that just as French Canadians were 
coming into their own in the national . 
administration, their counterparts in Quebec City 
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were working to undermine and ultimately negate 
their position. As for Charles de Gaulle, the 
French president became a béte noire. To one 
close observer, Cadieux behaved toward de 
Gaulle like Captain Ahab towards the great white 
whale in Moby Dick. 

His denunciations of the French and the 
separatists were characteristically vigorous: so 
vigorous as to worry one of his friends at the 
office. “Why bring the English into a family 
dispute?” his friend asked. “They won’t thank 
you for it, Marcel.” And what if, at the end, the 
English turned their backs on their French- 
speaking friends? 

None of those arguments, sentimental, 
prudential, or nationalist, attracted Cadieux. 
Separatism was one more bad cause to combat, as 
best he knew. And he knew, as it turned out, a 
great deal. Cadieux would prove a formidable 
opponent to the “theologians” of the province’s 
special or autonomous status. In his view, widely 
shared, international law supported Canada’s 
claim to have but one external voice. It helped 
that Quebec had chosen constitutional law as a 
principal field of battle: it might have been for 
just that purpose that Cadieux had built up the 
legal division. And so, in the late 1960s, he 
mobilized his young lawyers for the fray. 

There was no hope of reconciling the 
government of France or, realistically, that of 
Daniel Johnson in Quebec City. So much for Paul 
Martin’s hopes in appointing a francophone to be 
under-secretary. But the francophone retained 
enthusiasms, including an interest in a French- 
speaking world that was greater than France. 
Canadian emissaries, suitably equipped with aid 
packages, descended on France’s former African 
colonies, and to good effect, in Canada’s interest. 
Legal division manned the defences at home, and 
external aid abroad; between them they had no 
slight impact in blunting Quebec’s thrust for 
external status. It was an imaginative strategy, 
and it worked. 

Under Lester Pearson, Cadieux was engaged 
on the home front, shoring an often doubtful and 
hesitant prime minister in the face of 
blandishments from Jean Lesage or Daniel 
Johnson. When Pearson gave way to Pierre 
Trudeau in 1968, it ought to have improved 
matters as far as Cadieux was concerned. 
Trudeau stood firmly for a united Canada, and 
had no use for the separatists and their various 


dupes. But for the under-secretary, that Trudeau 
should be prime minister was one of life’s great 
ironies. Trudeau, after all, was a rich and 
privileged dilettante. He had worked in Ottawa, 
as a civil servant, and left, back in the 1950s. At 
best, Cadieux’s colleagues remembered, he 
showed “a wary respect” for the prime minister. 

At worst, he regarded Trudeau as an enemy — 
not a personal foe, but as one opposed to “the 
department” and its standing in Ottawa. In 1969 
there came staff cuts and budget troubles. The 
department swallowed them, but at a cost in 
esprit de corps. Worse, the government tempted 
away some of Cadieux’s brightest proteges — an 
act equivalent to leaving the priesthood, in his 
view. 

Finally, in 1970, he stepped down as under- 
secretary to become Canadian ambassador in 
Washington. It was a challenging job, which he 
met with characteristic energy; but it was 
disappointing, too, to be ambassador of a lesser 
power in a place where politeness masked 
indifference towards Canadian problems and 
Canadian concerns. Sometimes, in Richard 
Nixon’s Washington, there was not even 
politeness. 

From Washington Cadieux passed on to 
Brussels, as Canadian Ambassador to the 
European Economic Community, and then to a 
stint as Canadian negotiator on the fisheries. 
Charged with getting a treaty, Cadieux 
succeeded. It was so good a treaty from the 
Canadian perspective, according to interested and 
indignant Americans, that the US Senate refused 
to ratify it. The strain eventually proved too great. 
In March 1981, aged 65, Cadieux suffered a heart 
attack and died. 

It was appropriate that Cadieux died at the 
height of his powers. Cadieux’s vigour, energy 
and commitment were his hallmark, like his 
proverbial “fulminating personality.” It was a 
fulmination he deployed in good causes, and 
always for the public interest. Intelligence and 
passion made him a great public servant — and 
an unusual diplomat. To Cadieux there was no 
other way. @ 


Robert Bothwell is Professor of History at 
the University of Toronto. He is co-author 
with J. L. Granatstein of Pirouette: Pierre 
Trudeau and Canadian Foreign Policy. 
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On Track of the 
Class of 91 


by 


Pierre Bordeleau 


Le Public Service Commission is 


launching a new management trainee program 
designed to identify individuals with the 
potential to excel as senior managers in the 
federal public service, and enable them to 
advance toward a productive, rewarding career. 

Participants in this structured professional 
development program will: 

¢ Be exposed to a wide variety of practical 

working situations, challenging 
assignments and training opportunities; 

e Acquire a thorough understanding of 

public service operations and issues; 

¢ Develop a sound appreciation for the 

distinctive but complementary functions of 
both headquarters and regional offices; 

¢ Benefit from personal growth and focused 

career development. 

The objective of the program is not only to 
attract university graduates of the class of ‘91, 
but also current employees who show 
exceptional promise. Approximately 100 
candidates will be chosen partly on the basis of 
an excellent academic record, a commitment to 
a public service career and a strong interest in 
management. More important are leadership 
qualities. 

Once selected, candidates will come to 
Ottawa for an orientation course. They will then 
be assigned to a department and given a series 
of assignments. Usually, each will last a year, 
and offer increasingly larger responsibilities. 
Assignments will provide the trainee with 
practical management experience. 

Formal orientation is to be complemented by 
structured skills training. Up to three weeks 


each year will be devoted to seminars in a 
variety of core management subjects. And in 
keeping with the program’s intent to foster 
individual initiative, additional courses are 
available in areas such as communications, 
electronic information systems, conflict 
resolution, and negotiation. 

Participants will stay with the program for a 
period of up to five years. Throughout that time, 
a senior public service executive will serve as a 
personal mentor, providing objective 
counselling to assist each participant with any 
problems and to help ensure his or her success. 

An Advisory Committee responsible for the 
program is composed of members of the PSC, 
Treasury Board, the Canadian Centre for 
Management Development and representatives 
from key departments. 

All participants will be paid competitive 
salaries. Upon completing the program, they 
will be ready to assume responsible full-time 
management positions, and to compete for 
progressively senior roles. 

In December, the Public Service 
Commission began a series of presentations in 
departments. All departmental managers will 
receive more information either directly or from 
their personnel director on how to use this 
program to complement other initiatives to meet 
the evolving challenges of public service 
management in the years ahead. @ 


Pierre Bordeleau is Director, 
Management Trainee Program, External 
Recruitment Programs, Staffing Programs 
Branch. 


Orientation for 
Middle Managers 


by 


Susan Bridges 


40 face of the public service has 


changed significantly in the last decade, and it 
appears that technological innovation, political 
reform, and changes in corporate culture and 
staffing will mean even greater changes in the 
next 10 years. Since September 1990, 
participants in the Management Orientation 
Program for Middle Managers (MMOP) 
provided by Training and Development Canada 
(a PSC Special Operating Agency) have been 
introduced to the new perspectives of middle 
management and trained to deal with change 
itself. 

MMOP’s new design reflects the evolution 
of the public service. The program was updated 
as a result of feedback from course participants, 
focus groups and an occupational analysis of 
tasks performed across the public service. It 
respects the developments of the last decade. At 
the same time, the course content leads almost 
inevitably into discussions and considerations 
of the impact of PS2000. Thus, it focuses the 
attention of participants on the last 10 years of 
this century, and beyond. 

The economic realities of the past five years 
— more expected from fewer resources — have 
influenced the design of this course. It has three 
themes: 

* the middle manager as a skilled and 

competent leader; 

* the middle manager responsible for 

program delivery; 

+ the middle manager responsible for human 

resources. 


The three themes explore the skills required 
by present-day managers to marshal the abilities 
of employees to meet organizational goals. 

The first theme recognizes that in an 
environment of rapid change, managers must be 
able to respond efficiently to the unexpected. 
This segment includes sessions on leadership, 
conflict and stress, current trends in access to 
information policy, human rights, privacy, 
employment equity, harassment and health and 
safety. 

The second theme deals with the present 
context of increased budget responsibility and 
the need to restrain the use of public funds. The 
course examines the importance of the program 
planning cycle, including resource allocation 
workplans, downsizing and budget. The use of 
computer techology as support to the various 
functions of management is also highlighted. 

As the labour force grows tighter, managers 
must become increasingly adept at recruiting 
and retaining skilled people. The last theme 
presents the whole framework of human 
resource management encompassing 
classification, employment equity, staffing and 
employee relations. 

For more information call Alain Michel 
at Training and Development Canada, (613) 
957-8531. @ 
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Susan Bridges is an instructor with 


Training and Development Canada. 
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How to Handle 
Release or 
Demotion 


by 
Suzanne Albota 


Soe and staff relations 


communities have often expressed concerns about 
the processes involved in the release or demotion 
of an employee for incompetence or incapacity. 
Some of these concerns are grounded in myth or 
misconception. For example: 

¢ There is no point in even attempting to 

proceed against an employee unless a case 
has been fully documented over several years; 

* Nothing can be done because the former 

supervisor assessed the employee as fully 
satisfactory over the last few years; 

¢ If an employee appeals a recommendation of 

release or demotion, the resultant inquiry will 
be a long, drawn-out and unpleasant process 
for the department — especially for the 
manager or supervisor who initiated the 
recommendation. 

Departments that deal with such cases may feel 
uncomfortable, but their discomfort scarcely 
surpasses that of the employee. Departments and 
managers are not held to a standard of perfection. 
They must act reasonably and in good faith. 

A situation should not have to drag on 
intolerably for either party. The supervisor must 
draw the problem to the employee’s attention with 
a clear warning of the consequences. If the 
situation is monitored, and if the employee shows 
no improvement, then presumably the situation is 
beyond the employee’s control. The length of time 
needed to deal with a situation of incompetence or 
incapacity is measured in months rather than in 
years if a supervisor takes a direct no-nonsense 
approach — yet one that leaves room for 
compassion and understanding. 

If a former and current supervisor perceive a 
situation differently, great care must be taken to 
ensure that the views of the current supervisor are 
reasonable and supported by the employee’s 


present work performance. There may be an 
explanation for a drop in work performance or an 
unknown problem between the current supervisor 
and the employee. 

If the former supervisor was wrong in assessing 
the employee or lacked the determination or skills 
to deal with the problem, this fact should be 
frankly admitted by the department. 

If an employee is shown to be incompetent, 
then previous satisfactory performance appraisals 
do not automatically prevent the supervisor from 
making a recommendation for release. 

An appellant has every right to an inquiry 
under section 31. This includes requiring the 
department to justify its recommendation. The 
consequences to the appellant are considerable and 
the unpleasantness that may result can scarcely be 
avoided if both sides present their evidence. Be 
prepared and respectful of all persons present at 
the inquiry. A professional approach and a 
thorough knowledge of the case will minimize 
tension and make the best of a difficult situation. 

An example of a recent decision: 

A decision to recommend an appellant’s release 
(a toxicology technician) was based on her 
inability to perform the duties of her position. She 
admitted this, but attributed the difficulty to her 
inability to tolerate the level of noise in the work 
place. 

The appellant argued that the department, in 
recommending her release, discriminated against 
her. The appellant also argued that the department 
acted in bad faith in failing to find another position 
for her or to provide her with training in a field 
other than where she was employed. 

The Appeal Board found that there was no 
special reason why she should have found the 
noise intolerable, and therefore no case could be 
made for discrimination. Its decision to 
recommend her release was simply and purely 
based on the fact that she was incapable of 
performing the duties of her position. The Appeal 
Board found no evidence to support the 
contention that the department acted in bad faith. 
The appeal was dismissed. 

Appeal Board Decision Number 89-31- 
DND-3R. @ 


Suzanne Albota is communications advisor 
for the Appeals and Investigations Branch. 


In the Footsteps of 
Franklin 


by 
John Thompson 


“os Fes Larsen, a 28-year-old 


Norwegian seaman became a Canadian citizen 
late in 1927 and then just after the new year 
applied for a job in the RCMP. 

“After a couple of anxious weeks,” wrote 
Larsen, “I was asked to report to the Officer- 
Commanding of the Vancouver Detachment. 
When I finally dropped off to sleep on my first 
day as a member of the Force, I knew I was 
going to give it my best.” 

Larsen had had a little help on the inside. 
Three winters earlier, when his ship was frozen- 
in at Herschel Island in the western Arctic, he 
had been befriended by the policemen at that far 
northern post. They had tipped him off about the 
new Arctic supply ship the RCMP was building. 
Larsen hoped to get a job on it. 

He went through regular training in 
Vancouver (“I did not have much to do with 
horses,” he later admitted), spending most of his 
spare time watching the shipbuilders at work. 

The St. Roch, as the ship was called, made 
her trial run successfully in the summer of 1928 
to Cambridge Bay, N.W.T. with Larsen serving 
as a deckhand. In late August, at the end of the 
maiden voyage, he was chosen to be skipper of 
the vessel. 

Throughout the 1930s Larsen sailed his ship 
through the western Arctic, shuttling supplies for 
afew months each summer then spending the 
rest of the year locked in the ice in the “floating 
detachment” of Cambridge Bay. There 
“Hanorie,” as he was called, got to know the 
Inuit. 

In a land of little crime, Larsen’s police duties 
were “the least of our problems.” The RCMP he 
described as “a general handyman for all federal 
departments.” Everything from issuing walrus 
licences to taking the census fell to the Force. 
One of the jobs Larsen got at Cambridge Bay 
was playing Santa Claus at the annual Christmas 
party. 
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Larsen’s big assignment came at the start of 
World War II. His orders: take the ship through 
the Northwest Passage. Demonstrate Canadian 
sovereignty in the Arctic. Provide reports of 
weather in the far north to the Allied Forces. 

In late November 1941 Henry Larsen could 
be found on a remote point on the Boothia 
Peninsula building an inukshuk, or landmark. 
Officially, it was a patrol “for the purpose of 
taking the Census at the various Eskimo camps.” 
In fact, Larsen was reconnoitering the route he 
would take the next summer to get through the 
part of the Passage where Franklin had failed 
almost a century before. 

Such preparation helped. In the summer of 
1942 Larsen navigated his ship up the Boothia 
coast and through the Bellot Strait — the first to 
sail the Passage from west to east. 

Two years later he 
took the St. Roch along a 
more northerly route, 
through deep water and 
through Prince of Wales 
Strait — “the real key to 
the Northwest Passage.” 
“He had done what no 
other man had done, 
navigated the Northwest 
Passage from west to east 
and back again,” Time 
magazine reported on 
October 30 1944. 

Later Larsen rose to be 
Superintendent, 
Commanding “G” 
Division, responsible for 
police work in the north. 
He left his mark here too: 
“I tried to post my men to places where they 
were best suited,” he wrote. “Above all I tried to 
get them interested in the welfare of the Eskimos 
and Indians. The best men are those dedicated 
souls who really love the Arctic and its people 
and are prepared to devote a lifetime to its 
service.” 

Henry Larsen died in 1964, only a few years 
after retiring from the Force. In his honour, west 
of the Boothia Peninsula is the icy passage of 
water known as Larsen Sound. 


RCMP 


Henry Larsen 
on patrol 
(1942). 


John Thompson is a historian. 
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Beyond PS2000: 
The Missing Political Link 


by 
Timothy W. Plumptre 


a: 2000 has now been 


under way for about a year. A lot has been done, 
and more progress can be expected. But there is a 
missing link in the initiative. 

Public servants across Canada have contributed 
to recommendations touching many dimensions of 
the public service. Ten task force reports have been 
released and publication of a White Paper confirms 
the Government’s commitment to change. Most 
departments have launched some form of process to 
implement PS 2000 themes internally. 

While PS2000 has sometimes been perceived as 
an effort to deal with “internal plumbing” — the 
classification system, staffing process, lack of 
delegation, and the like — the process has come 
increasingly to be seen as an initiative to improve 
the quality of service to the public. PS2000 is now 
portrayed as the vehicle whereby staff will receive 
fresh authority, red tape will be slashed and service 
to citizens improved. As a consequence, it is hoped 
that “government” — and in particular the public 
service — will rise in public esteem. 

While this would be a happy outcome, the 
problem with this thesis is that the public makes 
little distinction between the public service and 
government in general. Evidence suggests that the 
reputation of the public service is intimately 
associated in the public mind with perceptions of 
our political institutions and the process of 
government generally. 

Some investigations carried out under the 
auspices of the Service to the Public Task Force 
focused on public attitudes to government. The 
results were far from reassuring. They indicated 
that: 

* members of the public have stereotyped, negative 
views of government in general; 

* many confuse politicians with civil servants; and 
if they do understand the difference, they have 
even lower views of politicians than of civil 
servants; 

* even if members of the public get outstanding 
service from a specific government department, 


this does not alter their opinion about 
government in general; 

* citizens feel government does a poor job of 
consulting them about changes in policy or 
operations; if government does consult the 
public, most suspect the decision has already 
been taken — consultation is just window 
dressing. 

In a recent CBC debate, Financial Post reporter 
Andrew Coyne reflected some of these perceptions. 
Coyne portrayed politics as a place where people 
are required to abandon personal integrity. 
Although he saw politics as “seductive — a place to 
do real good,” he then argued that truly public- 
spirited persons shun politics. For another straw in 
the wind, a November 6 Globe and Mail article 
alluded to a “poisonous attitude toward 
government” in the country, which is leading to “a 
deep sense of futility among elected politicians.” 

Governments, their political masters and public 
services are in serious trouble these days. The 
public mood is distrustful and irascible. The extent 
of the malaise is such that the recipe for renewal 
has to extend beyond the administrative level of 
government to which PS2000 is confined. 

A basic requirement for good government is that 
good people must be attracted to serve in positions 
of leadership. While PS2000 promises to bring 
change to the public service, it remains to be seen 
whether the scope and direction of these initiatives 
will achieve the degree of change hoped for by 
public servants. 

But even if PS2000 does lead to the change in 
public service culture that many are hoping for, 
action beyond this will be needed if “government” 
is to rise in public esteem. If we can’t draw men 
and women of ability and integrity into public life, 
no amount of tinkering with the internal apparatus 
of the public service will restore confidence in the 
institutions of government. 

How must we change our political institutions to 
attract such individuals? In addition to the issues 
being addressed by PS2000, this critical question is 
one we cannot afford to ignore if the broad goals of 
better government and improved public confidence 
in Canadian public institutions are to be achieved. 


Timothy W. Plumptre is the president of a 
newly formed non-profit organization, the 
Institute on Governance. 
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The following list highlights courses offered in English (some, bilingual). To register, contact your 
department training officer. For information on other courses contact: PSC Training Information 
Centre (613) 993-6111. 


aS SSS SSS 


Banff Centre Executive Development Program (TBC 014): : 
School of Management Banff, Mar.17 - 29, 1991 : | | | 
(403) 762-6422 


Caen reer SSS SS 


Canadian Centre for My Leadership Style (bilingual): 

Management Mont Ste. Marie, April 23 - 26, 1991 ; 0) d rd 
Development Overview of the Government (G701): Ottawa, April 22 - 26, 1991 

Ottawa Communicating with the Media (S209): 

(613) 997-1954 NCR, Mar. 26, April 16, 30, May 14, 28, 1991 


Stress Management (S229): Toronto, April 17 - 18, 1991 
Financial Management (K106): Moncton, May 13 - 17, 1991 
Managing through Negotiation (S205): NCR, April 9 - 11, 1991 
Managing the Human Response to Technology (S234): 
Halifax, Mar. 20 - 21 and Vancouver, May 22 - 23, 1991 
Personal Resilience: Affirming the Health Instinct (S229): 
Moncton, April 17 - 18 and Vancouver, May 30 - 31, 1991 


Public Service Commission Managing Information Technology: a Framework for Managers 
Ottawa (C804): NCR, June 4 - 7, 1991 
(613) 993-6111 Management Category Pre-Retirement Seminar (D201): 
NCR, May 28 - 31, 1991 
Orientation to Financial Administration in the Government of 
Canada (F007): NCR, Apr. 30 - May 3, 1991 
Multi -Year Operational Plan (MYOP) and Estimates (F707): 
NCR, Apr. 22 -26, 1991 
Treasury Board Submissions and Cabinet Documents (F708): 
NCR, May 13 -15, 1991 
Management Orientation Program for Middle Managers (G401): 
NCR, Mar. 4 - 22, May 27 - June 14, 1991 
Managing the Contract for Services and the Consultant (T404): 
NCR, Mar. 4 -7, May 7 -10, 1991 


Upcoming Events 


March 19, 1991, Ottawa *A PEX—Association of Professional 

APEX* Luncheon Speaker Program Executives of the Public Service of 
Canada (613) 954-4336 

May 28, 1991, Ottawa 

APEX* Annual General Meeting +*]PA C—Institute of Public Admin- 
istration of Canada (416) 923-7319 

August 25 - 28, 1991, Halifax — 

IPAC** 43rd Annual Conference 

Theme: Leadership in Management 
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